University of Mississippi

eGrove
Guides, Handbooks and Manuals

American Institute of Certified Public
Accountants (AICPA) Historical Collection

1-1-1996

How to hire a marketing director and make it work
Association for Accounting Marketing;American Institute of Certified Public Accountants.
Management of an Accounting Practice Committee

Follow this and additional works at: https://egrove.olemiss.edu/aicpa_guides
Part of the Accounting Commons, and the Taxation Commons

Recommended Citation
Association for Accounting Marketing;American Institute of Certified Public Accountants. Management of
an Accounting Practice Committee, "How to hire a marketing director and make it work" (1996). Guides,
Handbooks and Manuals. 207.
https://egrove.olemiss.edu/aicpa_guides/207

This Article is brought to you for free and open access by the American Institute of Certified Public Accountants
(AICPA) Historical Collection at eGrove. It has been accepted for inclusion in Guides, Handbooks and Manuals by
an authorized administrator of eGrove. For more information, please contact egrove@olemiss.edu.

H ow TO
H ire a
M a r k e tin g

D irector
and Make
It Work
by the Association
For Accounting Marketing
Issued by the AICPA Management
o f an Accounting Practice Committee

N o t ic e

to

R eaders

How to Hire a Marketing Director and Make It Work does not represent
an official position of the American Institute of Certified Public
Accountants, and it is distributed with the understanding that the
authors, editor, and publisher are not rendering legal, accounting, or
other professional services in this publication. If legal advice or other
expert assistance is required, the services of a competent professional
should be sought.

H o w to
H ire a
M arketing
D irector
and M ake
It W ork

by the Association
fo r Accounting Marketing
Issued by the A IC P A Management
o f an Accounting Practice Committee

Copyright © 1996 by
American Institute of Certified Public Accountants, Inc.,
New York, NY 10036-8775
All rights reserved. Requests for permission to make copies
of any part of this work should be mailed to Permissions
Department, AICPA, Harborside Financial Center, 201 Plaza Three,
Jersey City, NJ 07311—3881.
1 2 3 4 5 6 7 8 9 0 PP 9 9 8 7 6

Library o f Congress Cataloging-in-Publication Data
How to hire a marketing director and make it work/by the Association
for Accounting Marketing.
p. cm.
ISBN 0-87051-179-3
1. Accounting—Marketing. 2. Marketing executives—Recruiting.
3. Marketing executives— Selection and appointment. I. Association
for Accounting Marketing. II. American Institute of Certified
Public Accountants. Management of an Accounting Practice Committee.
HF5628.5.H69 1996
657'.068'8— dc20
96-20214
CIP

A cknow ledgm ents
The following are members of the Management of an Accounting Practice Committee Task
Force, who provided direction for and reviews of this book.
J. Frank B etts , Jr ., CPA
Eubank & Betts
Jackson, Mississippi

D avid E. W illiams, CPA
Williams, Overman, Pierce & Company
Greensboro, N orth Carolina

J. V ern W illiams, CPA
Williams, Cox, Weidner & C ox
Tallahassee, Florida

AICPA S taff :
Laura E. Inge , T echnical M anager
Professional Publications

T able
Introduction
Chapter I

of

C ontents

................................................................................................

vii

What Accountants Need to Know About M arketing.........

1

A ugust J.A q u ila , P h.D .
American Express Tax and Business Services Inc.

Chapter II

Before You Hire: Determine Whether Your Firm
Needs a Marketing D irector.................................................

15

Lisa Carter
Holden Corporation

Chapter III

Before You Hire: Determine Whether Your Firm
Is Ready for a Marketing Director ......................................

23

Warren E . Garling
N E W K I R K Products, Inc.

Chapter IV

Before You Hire: Develop a Job Description and
Determine Appropriate Compensation ..............................

37

E d Gabrielse
Checkers, Simon & Rosner, L L P

Chapter V

Before You Hire: Seek Help If Needed ...............................

57

Lianne Thomas
Sacks, McGibney, Trotta & Koppelman, P.A.

Chapter V I

The Hiring Process: Recruiting and Qualifying
Candidates.............................................................................

65

Jean Marie Caragher
Moore Stephens N orth America, Inc.

Chapter VII

After You Hire: What the Marketing Director
Needs to S ucceed..................................................................

79

Martha H . Sawyer
Hudson Sawyer Professional Services Marketing

Chapter VIII

After You Hire: How to Avoid the Common
Stumbling Blocks ..................................................................

97

Jill R . Lock
Simon, Master & Sidlow, P.A.

Chapter IX

After You Hire: How to Evaluate the Marketing
Director’s Performance ........................................................
Jean M . Rowan
Carneiro, C hum ney & Co., L .C .

V

119

Chapter X

Tips for the Marketing Director: Before
You Are Hired ......................................................................

131

Patricia Davidson
Eskew & Gresham, P S C

Chapter XI

Tips for the Marketing Director: After
You Are Hired ......................................................................

153

PJ. Townsend
John M . Hanson & Company, P C .

A ppendix
B iographies

Publications From the Management of an ..........................
Accounting Practice Committee

165

................................................................................................

169

VI

I n t r o d u c t io n
In 1982, Ron Diegelman, then Partner-in-Charge of Ernst & Youngs Privately Owned
Business Division in Baltimore, asked if I would be interested in writing a proposal to a
prospective client. As a member of the administrative staff, I responded with a mixture of
enthusiasm and caution. This was the first time the office had asked a non-CPA to play
a significant role in the proposal process, though Ron has always been something of a
trailblazer.
My approach to the proposal would be considered fairly standard today. First, I reviewed
the request for proposal to gain an understanding of the prospective client’s needs. Then I
talked with firm members who had met with the prospect for further insights. I extracted
information from previous proposals, restructuring the information and reframing it in
language non-CPAs could understand. I focused on the benefits the client would derive
from a relationship with Ernest & Young (E&Y), and looked for ways to differentiate
E&Y from the competition.
The prospect awarded the engagement to E&Y, stating that of all the proposals submitted,
E&Y’s most clearly demonstrated an understanding of its situation and needs.
No one wins a prospect single-handedly, of course, and I’ve never fooled myself into
thinking that my role was foremost on any proposal team. Still, I gave myself a pat on the
back, both for contributing to that particular win and for demonstrating an important
point: A non-CPA can play a valuable role in achieving an accounting firm’s strategic
growth objectives.
Few members of the accounting profession today would question this assertion. As the
1980s progressed, we watched as firms of all sizes began using marketing tools and
techniques to attract new clients. The most successful firms integrated marketing into
comprehensive strategic plans to maintain growth and profitability in an increasingly
competitive environment.
As the marketing evolution advanced, it became apparent that truly effective marketing
required knowledge and skills that most CPAs do not possess. More and more firms
turned to experienced marketing professionals to bolster their capabilities. By the close of
the 1980s, the presence of a marketing director in an accounting firm had ceased to be the
cause of raised eyebrows, even among the most conservative members of the profession.
And in many firms, the role of the marketing director had expanded greatly, from the
implementation of marketing strategies conceived by senior firm members to the full
leadership of the marketing effort and inclusion on the firm’s management team.
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Yet for all the ground that has been covered in a remarkably short time, the road some
times has been a rough one, both for accounting firms and the marketing professionals
they employ. There is no question that the marketing director’s position has proven to be
a worthwhile investment for many firms. It has enabled them to improve the way they
communicate with clients and prospective clients, to strengthen their position in existing
markets, to identify and penetrate new markets, to develop new services in response to
clients’ changing needs, and, ultimately, to meet or exceed strategic growth objectives.
But other firms have experienced less success, particularly those hiring marketing directors
for the first time. In the worst cases, firm members who were initially enthusiastic have
become frustrated as the new marketing director fails to meet their high expectations.
Marketing initiatives do not produce hoped-for results or never get off the ground in the
first place. The marketing director and firm members seem to speak a different language
and view the world from different perspectives. Effective communications channels cannot
be established, and a sense o f team spirit never develops. The marketing director seems out
of place in the accounting firm environment and is not accepted into the firm’s culture.
Ultimately—often within the first six months to a year— either the firm or the marketing
director decides that the two should part ways.
Such cases, and variations on them, have contributed to a high turnover among accounting
firm marketing directors and disillusionment among firms that view their experiences
with marketing directors as failed experiments. This situation also has produced a wariness
on the part of some firms considering hiring marketing directors for the first time. Having
heard the disaster tales, these firms wonder how they can avoid similar outcomes. How can
a firm know if a marketing professional will fit into its culture? How can firm members
be sure that they have identified the right candidate for the job? How can they even be
certain that it is time for them to take this significant step?
Concerned with the effect that the turnover in marketing directors was having on
accounting firms, the board of directors of the Association for Accounting Marketing
(AAM) began to seriously consider these same questions. Their deliberations resulted in
the suggestion that AAM’s members, as those closest to the front lines, might be the best
place to look for the answers. In 1993, Laura Inge,Technical Manager at the American
Institute of Certified Public Accountants (AICPA), approached the AAM with a proposal
to codevelop a book focusing on how to make the hiring process work, beginning with
the decision-making and planning stages, through recruiting and qualifying candidates
and successfully integrating the marketing director into the firm. The AAM enthusiasti
cally agreed to the proposal. Contributing authors from among AAM’s national membership
were recruited, and work on the book began.
The result of this collaboration is a book that will be valuable to accounting firm managing
partners, marketing partners, and other firm members. You will find the book to be short
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on theory and rich in practical advice. Drawing on the broad experiences of the con
tributing authors, each one a veteran marketing director or consultant, the book answers
virtually every question you have about how to hire a marketing director and make it
work—the first time. If your firm already has a marketing director on board, this book
will facilitate more effective communication and a better understanding of the marketing
directors perspective, responsibilities, and challenges. This understanding may very well
open your eyes to obstacles impeding the marketing director’s success and to ways in
which the marketing director can make a larger contribution to achieving your firm’s
strategic goals and objectives.
The book’s final two chapters are addressed to marketing professionals who are consider
ing careers in accounting firm marketing. Yet accounting firm members will benefit from
reading these chapters as well. They provide a unique insight into the world of accounting
from the view of individuals who bring to the profession very different backgrounds,
mindsets, and skills. Their perspective will be enlightening to CPAs who recognize that the
best marriages are between individuals who know each other’s strengths, weaknesses, and
temperaments, and who have a high regard for each other’s contributions to the
relationship.
This book could not rightly go to press without acknowledgment of the significant
contribution of Laura Inge at the AICPA. Without Laura’s insights and hard work, we
could not have achieved our goal of producing a book that would be truly useful to
accounting firm managing directors and other firm members as they strive to make the
most of their firms’ investment in marketing.

Constance Anne Vaughan
Editor
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W hat A ccountants N eed to K now A bout Marketing

This chapter will provide you w ith an overview o f the marketing o f profes
sional services. Many o f the topics discussed here will be more fully covered
in subsequent chapters. M y goal is to explain what marketing is and what it
can accomplish in your firm.
After more than sixteen years o f consulting w ith CPAs throughout the
U nited States and Canada, I have come to the conclusion that there is still a
great deal o f confusion about what marketing is. W hen I have asked
accountants for their definitions o f marketing, the most com m on responses
have included the following:
■i

Marketing is selling.

■ Marketing is getting new clients.
■ Marketing is advertising.
■ Marketing is public relations.
■ Marketing is sending out our client newsletter.
■ Marketing is providing the client w ith outstanding service.
■ Marketing is done by my marketing director. Go ask her
or him.
■ Marketing is everything we do to get new clients and keep
existing ones.
The truth o f the matter is that marketing encompasses all o f these answers.
But it also includes many other aspects, as we will discuss.

A B rief H istory

of
M arketing P rofessional

Services

Comprehending the role o f marketing in an accounting firm begins with
an understanding o f the history o f marketing in the professional services
environment. Before 1977, accountants and other professional service
providers were ethically prohibited from openly performing many o f the
marketing activities in which they routinely engage today. Advertising, direct
solicitation, and bidding on audit work were just a few o f the “n o -n o ’s.”

In 1977, the U.S. Supreme Court Decision in Bates & O ’Steen v. State Bar of
Arizona changed all that. This landmark decision gave professional service
firms the right to advertise and directly solicit business— something all other
businesses had been doing since the founding o f the nation. Ever since,
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accountants have been struggling with the meaning o f marketing and the
impact that it can have on their practices.
O f course, accountants have always marketed their services in one form
or another. If they didn’t, how could you explain the growth o f A rthur
Andersen or any other major accounting firm? Marketing is not really new,
but it was done differently before the Bates decision. For example, firms
have been sending out informative newsletters to clients and prospects for
more than twenty-five years. Partners always have played highly visible roles
in business, charitable, and civic associations w ith the hope o f attracting
new clients.
There is little doubt that the one aspect o f marketing that has received the
most attention during the nineteen years since Bates is communications and
prom otion (for example, developing brochures, newsletters and other pro
motional materials; disseminating press releases; placing print advertisements).
And it is no wonder, since this is perhaps the most visible element o f
marketing. But if we conclude that all marketing activities fall under this
category, we overlook other, more significant, aspects o f the marketing o f
accounting services. Perhaps the most im portant thing we have learned
since Bates is this: Marketing is much more than merely sending out a
newsletter or other promotional piece and waiting for the phone to ring.

M arketing D efined
Marketing is rightfully a key business function o f an accounting firm. Above
all, it is a managerial function that needs to permeate every aspect o f a
professional services firm.
There are many textbook definitions o f marketing. Underlying all o f them
are these basic principles:
■ Marketing strives to identify the needs and wants o f target
markets (meaning, clients and prospects) and determines ways
to satisfy them better than anyone else. This is an analytical
process. D eterm ining what services you will offer, how you
will prom ote and price them, even how you will deliver them,
is involved in this analysis.
■ Marketing requires that you provide the client w ith certain
benefits. We can define the term benefit to mean the ability o f
your services to satisfy the needs o f your clients and prospects.
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There are six kinds o f benefits that you can provide to clients
and prospects w hen offering professional services: (1)form
benefit results from making a service available in the right
form; (2) place benefit results from making a service available for
purchase in the right place; (3) time benefit results from making
a service available at the right time; (4) possession benefit results
w hen the client receives the service; (5) change benefit results
w hen the services create a change in the client’s physical,
emotional or spiritual well-being; and (6) expectation benefit
results w hen the services’ outcome, timing and cost compare
favorably w ith the client’s expectations.
■ Marketing requires that accountants learn how to effectively
communicate w ith clients and prospects. This includes learning
how to become effective listeners, how to spot new business
opportunities, how to set up appointments, how to handle
objections and, ultimately, how to ask for the business.
■ Marketing requires that firms successfully implement, monitor,
and modify an integrated marketing program. This involves
identifying clear, realistic marketing objectives and developing
programs to achieve these objectives. It also calls for monitoring
the results o f programs and revising them as necessary.
■ The ultimate goal o f marketing is to satisfy clients so that they
continue their relationship w ith the firm, use more o f its
services, and provide the firm w ith increased profits. In order
to accomplish this, you need to take into consideration
your firm ’s objectives and goals, as well as the needs o f the
target market. In other words, marketing requires that you
look inside the firm and out into the marketplace to truly
market effectively.

T he M arketing P rocess
There are many books devoted to the marketing process. Chapter 5 contains

a list of key books that the reader may consult in order to obtain a more
in-depth understanding of the subject.
For our purposes here, there are four distinct phases in the marketing
process:
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B Organizing and planning for marketing
S Researching and identifying market niches
Hi

Creating an integrated marketing program

M Implementing and m onitoring the marketing program

Organizing and Planning for Marketing
Creating a Marketing Culture
Effective marketing will take place in your firm only if you and your part
ners develop a marketing culture and attitude. A marketing director can help
organize a firm for marketing, but it is critical that the partners believe that
marketing is a necessary and essential part o f a successful accounting firm.
I have yet to see a firm develop a successful marketing program unless the
managing partner believes in marketing and obtains the support o f the other
partners. Only then can a firm begin to create a marketing function.
A key ingredient in establishing a marketing culture is placing the client
at the center o f all marketing efforts. The firm must make every effort to
meet the needs o f its clients within the ethical and legal standards o f the
accounting profession.
To evaluate your firm ’s marketing culture, consider the following statements.
Give your firm a rating between 1 and 10 (1 being lowest and 10 being
highest) in each area.

1. In determining our firm ’s policies, we place the clients’ needs
at the center o f our decision-making process.
2. O ur marketing program is based on a strategic analysis o f our

clients’ needs and the needs o f our organization.
3. We develop new services after we determine what our clients
truly need and will buy from us.
4. We inform clients o f the multiple benefits that they receive

from the use o f our firm and its services.
5. O ur managing partner provides marketing leadership, is

involved in determining client needs, and monitors our client
satisfaction results.
6. We believe that our profits will be greater if we focus on

client service and satisfaction.
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7. O ur partners and staff realize that client satisfaction is our
num ber one priority.
8. All o f our people have marketing goals.
9. Compensation is tied into achieving marketing results.

If you scored between 81 and 90, your firm has a well-developed marketing
culture. A score between 72 and 80 indicates that you are doing better than
average. Look at statements on which you rated your firm 7 or less and
work on those. If your score is between 63 and 71, you are on the right
track but still have some way to go. A score below 70 indicates that your
firm has yet to develop a marketing culture and will need to do a lot o f
groundwork before you are able to effectively implement programs.
So critical is the establishment o f a marketing culture to the success o f a
firm ’s marketing efforts that the topic is m entioned in nearly every chapter
o f this book. Please refer to chapters 3, 7, and 8 for further information
about the importance o f and methods o f establishing a marketing culture
in your firm.

O rganizing the Firm
Planning for marketing also entails establishing the proper organizational
structure, reporting systems and management processes. Traditionally,
accounting firms have been organized as shown in figure 1. This structure
worked well in the 1970s and early 1980s because firms really did not have
to market. The demand for services far outweighed the supply. But as
the external environment has changed, many firms have found that this
structure no longer is effective. M arketing-oriented accounting firms today
have taken on several different types o f organizational structures as shown
in figures 2 and 3.

F igure 1: T raditional F irm O rganization
Consulting

M anaging

Partner

Accounting and A uditing
Tax
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F igure 2: I nitial Structure — M arketing -O riented F irm
Adm inistration
Accounting and A uditing

M anaging
Partner

Consulting
Tax
M arketing

F igure 3: A dvanced Structure— N iche-M arketing-O riented F irm
Accounting and Auditing

Industry
Team
(Health Care)

Consulting
Tax
Marketing
Accounting and Auditing

M anaging
Partner

Industry
Team
(Real Estate)

Consulting
Tax
Marketing
Accounting and Auditing

Industry
Team

Consulting

(Construction)

Tax
Marketing

The structure depicted in figure 2 is usually the first step a firm takes in
organizing itself as a market-driven business. In this structure, marketing is
a functional area w ithin the firm, on a par w ith revenue-producing areas.
As the firm grows, it may hire a marketing director for each o f the three
major functional areas (accounting and auditing, tax, and consulting).
Figure 3 represents the structure o f accounting firms that have taken their
marketing organization to the next higher level. Firms structured this
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way typically are in the $7,000,000+ revenue category. These firms have
organized themselves around industry teams (for example, health care,
construction, real estate). W ithin these teams, accounting, tax, and consulting
professionals dedicate all o f their time to their respective industry niches.
Many o f these firms have industry marketing professionals.

Researching and Identifying Market Niches
The biggest change in the marketing o f accounting services over the past
10 years has been the development o f strategic marketing. Prior to this
phenom enon, firms did not have a systematic way to bring market informa
tion into their planning process. Lead generation resulted mainly from
partners’ involvement in country clubs and other types o f activities. This
was a fairly successful way to market in the 1970s, but it does not work
nearly as well in the 1990s.
Researching and identifying markets (or doing a situation analysis, as it is
formally called) is the groundwork for any successful marketing program.
Situation analyses are com m on aspects o f the marketing programs o f almost
any other business, but most accounting firms are just beginning to get their
feet wet in this area.
Performing a situation analysis in fact entails three types o f analyses: (1) the
external market analysis, (2) the internal firm analysis, and (3) the competi
tive analysis. We now briefly examine each one o f these and show how they
form the basis for the marketing plan.

External Market Analysis
The market analysis covers three main areas: the size o f the markets you are
going after, trends in those markets, and demand level. The outcome o f this
analysis is a definition o f market segments. You will need to do some market
research to determine the needs o f your various target markets, how they
perceive your firm, and what they think about your competitors.

Internal Firm Analysis
Basically, you are identifying the firm ’s resources, its people, its strengths and
weaknesses, the financial resources o f the firm enabling it to make invest
ments in growth, the firm ’s values, and any constraints that would stop the
firm from achieving its marketing plan goals. As a result o f this analysis, you
are likely to find that you do not have the resources to attack all o f the
target markets identified in the market analysis, so you will need to select
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those that you believe will give you the greatest return for your investment.
The others should be put on the back burner for future consideration.

Com petitive Analysis
Many small firms don’t think that this part o f the situation analysis is really
necessary. But a competitive analysis will help you identify the strengths and
weaknesses o f your firm and those o f your competitors. (As military strate
gists know, you always attack the enemy at their weakest— not strongest—
point.) O nce you know how you stand in comparison w ith your competi
tion, you will be able to identify what makes your firm distinctive and other
firms vulnerable. This will help you to emphasize these characteristics to
your target markets.
The outcome o f this three-step process is the basic information you need to
develop your marketing plan, as discussed below.

Creating an Integrated Marketing Plan
At this point, you have no doubt that marketing is much more than just
promoting the services o f your firm. Developing an integrated marketing
plan requires a firm first to take the target market identified in the situation
analysis (meaning, those individuals and businesses you believe are most
likely to purchase your services) and then develop a marketing mix to
present your services.
The research performed in the situation analysis forms the basis o f a
marketing plan that takes into consideration the four Ps o f marketing:
(1) Price — how should we price our services? (2) Promotion— how should
we promote our services? (3) Place— where should we promote our
services? (4) Product— what is the product we want to market?
Presented below are possible market mixes for two different services.
E xample 1
Service:

Low-end tax return reviews

Target market:

Middle-income taxpayers

Marketing mix:

Price — low
Prom otion — direct mail
Place — bank lobbies
Product — 1040 review
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E xample 2
Service:

Specialized consulting

Market:

Litigators

Marketing mix:

Price — high
Prom otion — seminars
Place — group and one-on-one
meetings at law firm or CPA office
Product — litigation services

Marketing Tools and Techniques (Prom otion)
Developing a marketing plan involves identifying the promotion tools and
techniques that will be most effective in marketing your firm and its services.
T he list o f specific tools and techniques is endless.You will have neither the
time nor the money to develop all o f them completely, but it is critical that
you consider all o f them and select those that are most appropriate to your
firm. Listed below are the most im portant marketing tools and techniques.
They are divided into three categories, according to the results they may be
expected to achieve.
H Category O ne. The primary purpose o f Category O ne tools and tech
niques is to give your firm greater name recognition and solidify its position
as an industry or service niche specialist. These are tools and techniques that
often may be outsourced (that is, perform ed or produced outside o f your
firm) more economically than if you were to undertake them yourself.
■ Client and industry newsletters
■ Brochures
■ Advertising
■ Public relations
■ Media relations
■ Direct mail
■ Industry surveys or studies
■ Published articles
■ Category Two. Category Two tools and techniques require more o f your

time and energy, but they are probably more important since they ultimately
will get you new clients.
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Seminars
■
■ Trade shows
■ Speeches
Trade and professional associations
■
O pen houses and firm alumni programs
■
■

event sponsorship

1! Category Three. Category Three tools and techniques are more in the
realm o f selling than marketing; but if you don’t engage in these, you will
never get the amount o f new business for which you are looking.
Proposal presentations
■
O ne-on-one sales calls
■
Telemarketing
■
As you can see, the list is extensive. Further, each o f the tools and tech
niques listed can be broken into subareas. Take advertising, for example.
Will you advertise in the Yellow Pages, the local business or financial
journal, industry directories, or charitable events programs? W ill you market
your firm on radio, newspaper, television, or cable? Ultimately, the answer
will lie in how well these venues contribute to the achievement o f your
specific growth objectives.
The importance o f the marketing plan in qualifying candidates for the
position o f marketing director, as well as providing direction for the
marketing director in his or her role, is discussed repeatedly throughout this
book. For instance, chapter 3 discusses the question o f w hether a marketing
plan should be developed before or after the hiring o f a marketing director.
Chapter 4 discusses the manner in which the marketing director’s job
description and hiring criteria flow from a firm ’s marketing objectives.
Chapter 7 discusses the marketing plan in terms o f its role in ensuring the
marketing director’s success. Reference to these chapters will broaden your
understanding o f the key role o f the marketing plan in achieving your firm:
strategic growth objectives.

Implementing and Monitoring the Marketing Program
Marketing is an ongoing process that requires constant m onitoring and
control. O nce the firm ’s marketing plan has been developed, each firm
mem ber needs to take responsibility for achieving a part o f that plan. This

12

W hat A ccountants N eed

to

K now A bout M arketing

entails laying out time budgets for each activity and implementing methods
o f m onitoring and controlling the plan activities. Many accountants, espe
cially partners, do not want to be m onitored or controlled. But only with
a formal marketing reporting and m onitoring system will you achieve the
desired results.
Basic controls should be implemented to measure marketing activity as well
as results. Partners and staff should be required to submit m onthly reports
outlining the marketing activities in which they are involved and new and
pending business. (Many firms today are using contact management software
to track their leads.) In addition, the firm should conduct monthly market
ing meetings with partners and senior staff (or all staff, depending on the
size o f the firm) to review activity and results.
Based on the information and data gathered, the firm should take whatever
action is necessary to achieve its plan objectives. Activities that are not
producing results should be curtailed or abandoned. N ew techniques should
be tested and, if they prove productive, implemented. The plan should not
be a static document, but a flexible, adaptable approach to generating new
business and improving the bottom line.

M arketing T akes T ime
Most firms go through various stages in their marketing development.
The initial stage often is marked by unrealistic expectations, lack o f a true
commitment, and lack o f a real understanding o f the marketing process.
Some firms never leave this stage. They implement one marketing program
and then abandon it for another.
Firms typically move into the secondary stage two to three years after the
firm first gets serious about marketing. Some results are beginning to show,
the firm is making progress in developing a marketing culture, and more
and more o f the partners are buying into the idea. The firm continues to
learn from its previous marketing mistakes and implements new and more
effective programs.
Firms may be expected to enter the mature stage around the third or fourth
year o f marketing activities. The typical firm at this stage has developed a
fairly sophisticated marketing culture and programs. Compensation is tied
into marketing results, niches have been developed, industry teams are being
formed, and the firm ’s investment in marketing and sales training approaches
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its investment in technical training. In short, the firm finally is operating like
a real business.
A few final words about what marketing is and is not.
Marketing is a way o f responding to the ever-changing external environ
ment. Marketing by itself will not solve service issues, and it will not
necessarily change attitudes in the firm. These are addressed by developing
new standards and performance expectations. Marketing w on’t help you
raise your rates, but it can show you different ways to price your services.
Marketing will help make your firm stand out from the crowd.
Above all, remember that marketing is a process. It is a journey upon which
your firm now is embarking. It is not a destination. As such, you will always
be seeking to improve the process, choosing and exploring different paths
along the way.

B efore Y ou H ire :
D etermine W hether
Y our F irm N eeds

a

M arketing D irector
Lisa Carter
Holden Corporation
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Before your firm makes the significant investment in time and money
necessary to hire a marketing director, it is important to assess w hether such
a move is necessary for your firm ’s long-term survival and success. This
assessment will entail a close examination o f the firm ’s strategic business
goals and several other relevant factors, including financial, market, and
human resource considerations. Based on this assessment, you may decide
that hiring a marketing director is not desirable for your firm or that it is
an essential step toward achieving your long-term objectives.

E xamine Y our S trategic B usiness G oals
The performance goals that management pursues are an im portant element
o f a firm ’s self-concept. This self-concept often takes on the form o f a
strategic business plan.
Like any other business, it is not uncom m on for an accounting firm to lack
a formal strategic business plan. However, whether the plan is a written docu
m ent containing explicit goals and objectives or something less formal, the
first step in the needs assessment is clarification o f the firm ’s strategic aims.
As your firm ’s goals are clarified, the resources needed to achieve these
goals, including resources allocated to marketing initiatives, become evident.
Typical strategic alternatives include maintaining the status quo, liquidating,
specializing, and/or diversifying.

Maintaining the Status Quo
M aintaining the status quo may be defined as preserving current levels o f
revenue by serving the same kinds o f clients occupying the same niches.
Development efforts are minimal and are typically limited to compensating
for attrition in a firm ’s client base. Maintaining the status quo is an all-time
favorite business strategy in many professions, including accounting. Many
accounting firm partners are satisfied w ith their firm ’s current situation and
simply wish to continue with the existing strategy. The risk o f this course is
apparent. As one firm works to maintain the status quo, its competitors are
aggressively pursuing the market.
Maintaining the status quo is a delicate balancing act, since the firm using
this strategy inevitably will lose clients w hen these clients merge, are
bought out, go out o f business, or experience a change in leadership. Thus,

17

H ow

to

H ire

a

M arketing D irector

and

M ake I t W ork

maintaining the status quo requires implementing a variety o f client reten
tion and new client development strategies simply to avoid losing ground.
Should your firm wish to maintain the status quo, carefully examine your
present strategies— or the lack o f them— and consider w hether a simple
maintenance program in fact will result in shrinkage, in terms o f both size
and revenues, rather than in preserving the firm ’s current position.
R ather than employing a maintenance strategy in the purest sense o f the
definition, it is a wise strategy to develop and implement a conservative
marketing plan that focuses on client retention strategies and on developing
desirable new clients in the firm ’s existing areas o f expertise. To help achieve
these objectives, the firm may wish to hire a part-tim e marketing director
or outsource certain tasks on a project-by-project basis. Such tasks can
include client satisfaction surveys, proposal writing, and so forth.

Liquidating
Although most partners will vehemently deny that liquidation is a strategic
alternative, there are circumstances in which this alternative may be best
for all concerned. O ften management may hold on to an obsolete or
dying practice while fighting a losing battle with inadequate and diminish
ing resources.
Liquidation is a particularly difficult decision for a small practice as it often
entails terminating a firm ’s existence. But a broader definition o f liquidation
encompasses other possibilities, such as selling the practice or merging with
another, perhaps larger, firm.
If either a merger or buyout is a future strategic possibility, value-adding
marketing initiatives could make the firm more attractive to potential
buyers. In such cases, a firm may wish to consider implementing highly
selective, conservative marketing initiatives. O f course, the decision to invest
in marketing programs must be weighed against the firm ’s financial and
other resources.

Specialization and Diversification
Specialization and diversification both involve growth as a com m on objec
tive. Specialization calls for a strong focus on a relatively few, high-margin
service lines or market niches. Diversification entails acquiring businesses or
developing niches outside the firm ’s current service line offering.
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Specialization
Although pursuing a specialization strategy may involve sacrificing one
particular market niche or service line for the sake o f another, growth in
the chosen segment and in the firm overall is the driving goal. In the
accounting profession, specialization can provide a competitive edge.
Smaller, specialized firms excel in a single industry or concentrate on a
few high-profile service lines and are able to react quickly and decisively.
These firms can have a major competitive advantage over larger practices
that are slower to react and have less specialized experience and knowledge.
Specialization as a strategy permits firms w ith limited resources to use
those resources most effectively and to exploit particular market segments.
A marketing director can be particularly effective in a firm w ith a special
ization strategy. W orking w ith management to define a viable market niche,
profiling and targeting desirable prospective clients, positioning the firm
within that niche, and developing the firm ’s image as a “boutique” service
provider are but a few initiatives a marketing director may undertake if
specialization is the firm ’s strategy o f choice.

Service Line and Market Diversification
Diversification is an alternative way o f committing a firm ’s resources.
M anagement may decide that the firm ’s existing markets or services do
not hold sufficient potential and that additional growth should be sought
elsewhere. Typically, a firm that chooses to diversify does not sacrifice its
existing client base outright, but rather maintains the existing base and
offers additional services. At the same time, the firm also pursues newly
defined services and markets.
Should a firm embrace the diversification strategy as a means o f growth, a
marketing director will prove to be a valuable asset. In a grow th-oriented
environment, a marketing director can implement a variety o f initiatives to
help the firm meet growth objectives. Such initiatives include focus groups,
customer satisfaction surveys, and other primary market research techniques.

O ther R elevant Factors

to

C onsider

Examining the firm ’s strategic direction is only the first step in a marketing
needs assessment. Several other dimensions must be examined in determ in
ing the firm ’s need for a marketing director.
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Financial Dimension
Focusing on costs w hen determining w hether or not a firm needs a
marketing director is not an exercise in futility. M oney is an important
decision-making variable. Therefore, it is prudent for management to
quantify, for the benefit o f both the potential marketing director and for
the firm, the effect a marketing director can have on the firm ’s bottom line.
First, examine all marketing-related activities in w hich the firm currently
is engaged. These activities may include proposal writing, involvement in
professional and civic association, speech and presentation development,
client satisfaction initiatives, focus groups, advertising and public relations,
and so on. Next, quantify the num ber o f hours each firm member is
spending on marketing-related activities. D o the ends justify the means?
Firms w ithout marketing directors tend to have disjointed marketing initia
tives and incur high marketing-related opportunity costs. A firm incurring
high opportunity costs commonly experiences the following problems, each
o f which is an indicator that the firm would benefit from the services o f a
marketing director.
■ M ore hours are devoted to preparing for speeches and presen
tations than are spent in following up w ith or researching the
backgrounds o f audience members or other participants.
■ Individuals in upper management (members o f the partner
group) spend more than three hours each in the writing,
production, and distribution o f any particular generic com m u
nication, such as newsletters and brochures (excluding proposals).
The members o f a firm ’s practice development team would
be much better served by spending their very limited time
face-to-face w ith prospective clients rather than in developing
general communications pieces.
■ More time is spent w riting proposals than speaking w ith the
decision makers.
■ W hen work levels are high, marketing activities become a
secondary duty rather than a consistent priority.
■ Many worthwhile marketing opportunities are missed or
neglected because o f inefficiency in delegation.
Part o f the marketing director’s responsibilities is to ensure that activities are
delegated in the most effective and efficient manner possible. Effectively
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delegating marketing-related projects enables firms to reduce the opportu
nity costs associated w ith marketing activities and to focus their marketing
efforts in a manner that achieves the desired results.

Market and Human Resource Dimensions
The determination o f w hether a firm needs a marketing director requires
consideration o f two additional elements: the market and human resource
dimensions. As discussed in chapter i, in the section entitled, “Researching
and Identifying Market Niches,” w hen perform ing a situation analysis,
a firm will gather both external data related to its markets and compet
itors and internal information about the resources it can commit to
marketing programs.
From an external perspective, the firm will gain an understanding o f (1) its
strategies, positioning, and presence compared w ith its competitors, and
(2) the size and needs o f the markets in w hich the firm must position itself.
The firm uses this information to form a strategic marketing plan to
improve the firm ’s competitiveness and market position.
From an internal perspective, the firm will measure its resources to imple
ment desired marketing programs. In terms o f human resources, this question
naturally arises, w hether the firm has a talented individual w ith the time
and the marketing-related skills required to assist the firm in achieving its
marketing objectives. Proficiency in areas such as strategic planning, public
relations, advertising, media coordination, market research and analysis, com
munications, and persuasive presentation are necessary for a well-rounded and
effective marketing program. If current skill levels in these areas are low, the
firm requires a marketing director experienced in carrying out these functions.

M aking

the

R ight C hoice

Determ ining w hether an accounting firm needs a marketing director is not
a quick or easy process. It is not a question that can be asked at 9:00 A.M.
and decided by noon. A needs assessment takes time, but is a wise invest
ment. Before your firm interviews scores o f candidates, it is important to
have a clearly defined understanding o f the firm ’s needs w ith respect to its
goals, objectives, market position, and financial and human resources. A
marketing needs assessment will ensure that the decision to hire a marketing
director is the right choice.
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Some of the material covered in this chapter is retraced in chapter 7. There, the
author discusses similar issues from the perspective of what the marketing director
needs to succeed. Both of these chapters will be helpful in determining whether
your firm is ready for a marketing director.
O ne o f the biggest mistakes a firm can make w hen hiring a marketing
director is timing. O ften a firm discovers that a competitor has hired a
marketing director and decides it needs to do the same in order to remain
competitive. O r the managing partner attends a marketing conference, learns
that the profession is moving in this direction, and decides the firm must
not be left behind. O n returning to the office, he convinces the executive
committee of the need, and a classified advertisement is placed in the local
paper. Such scenarios have contributed to statistics that show a very low
success rate for a typical firm ’s first marketing director.
There is a way to avoid this trap. You can find and hire the right marketing
director at the right time and make it work the first time. All you have to
do is recognize where your firm is, where you want to be, and w hen you
want to be there.
M ore specifically, to determine w hether your firm is ready for a marketing
director, you need to evaluate your firm ’s willingness to address partner
resistance, give the marketing director complete support, recognize the
marketing director’s status, share financial information with him or her,
accept less control while gaining new marketing responsibilities, and make
the investment in time and money.
Each o f these issues is discussed below. First, however, we will address a
major question in the mind o f every managing partner considering hiring
a marketing director for the first time.

W hat C omes F irst : T he M arketing
D irector or the M arketing P lan ?
The marketing director you want to hire should have expertise in putting
together a marketing plan. So it stands to reason that you should hire before
you plan, right? Well, sometimes “yes” and sometimes “no.”

The Experience o f Marvin & Company
Consider the experience o f M arvin & Company in Albany, N ew York. In
the fall o f 1985, this three-office, ten-partner firm o f ninety professionals
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and support staff decided to hire its first marketing director. Nicholas J.
Mastracchio, Jr., then managing partner, says the firm ’s marketing plan had
existed for a couple o f years before the company seriously considered hiring
a marketing professional.
“We were very grow th-oriented and wanted to explore future growth
through targeted niche industries,” says Mastracchio. “O ne o f the partners
suggested we develop a formal plan to get us there.”
W hile Mastracchio himself wrote the marketing plan, all o f the partners
endorsed the idea, reviewing and ratifying it at the firm ’s annual retreat.
O nce the plan was accepted, some immediate changes were made. The
“canned” newsletter was replaced w ith a publication created in-house.
Each partner wrote and presented a targeted marketing seminar. Goals were
set for billing-book improvement.
The only outside help sought was an individual w ith a public relations and
marketing background to help design and coordinate the bimonthly client
newsletter. O ther than that, the partners, and soon the managers, were left
to their own devices to meet marketing goals they set for themselves.
Before long, it became evident that although the intentions o f M arvin &
Company’s partners were good, the time necessary to meet their marketing
goals seriously infringed on billable activities. It’s not that the partners didn’t
want to perform their marketing duties— they just had a difficult time
administering them. T hat’s w hen discussion at M arvin & Company turned
to the need for a marketing director.

The Perspective o f Dixon, Odom & Company
In 1989, Charles E. Sams, Jr., executive partner o f the N orth Carolina-based
firm, Dixon, O dom & Company, decided, along w ith the managing partners
o f the firm ’s ten offices, that it was time to hire a full-time marketing
director. Although the firm ’s business plan always had contained a marketing
element, no formal marketing plan existed.
“We were at a partner retreat w hen we agreed it was time for a marketing

director,” says Sams. “At that time, the partners had some sort of plan in
their heads. We were already a successful, growing firm; but we needed
someone to help us become more proficient at marketing. We thought it
made sense to hire someone, give him or her a few months to get to know
us, then have the marketing director put the plan together.”
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The firm ’s new marketing director, Tracy Crevar, conducted individual
meetings w ith the managing partners o f the office as a first step in develop
ing the plan. “I explained to them that I didn’t want to tell them what to
do in each o f their offices. They know their strengths and weaknesses, and
I knew they’d feel more comfortable telling me what the plan should
include,” she says. “Several segments o f the marketing plan deal w ith specific
niche industries in each office. I left it to the partners in those offices to
help me w ith very comprehensive research and plan development the
first time around. The focus was on the infrastructure. N ow we review the
office plans annually and make adjustments accordingly. That’s crucial to
our success.”
W hile the firm ’s plan has proved to be successful, Sams is quick to point out
that the docum ent “is not a bible.” “We don’t continually refer to the plan,
but update it to meet our needs,” he says.
As the experiences o f M arvin & Company and Dixon, O dom & Company
illustrate, firms may proceed w ith the hiring o f a marketing director w ith or
w ithout a formal marketing plan. Ideally, however, some kind o f plan exists,
even if it consists only o f marketing objectives developed and agreed to at
a partner retreat, w ith some thought given to possible strategies to achieve
these objectives. W ithout identifying marketing objectives and potential
strategies, it will not be possible to develop the marketing director’s job
description and define hiring criteria. As you will learn in chapter 4, these
steps are critical in making sure you hire the right person for the job.

A ddress Partner R esistance
The concept o f a nonbillable staff member hired solely to handle marketing
matters is still so new to the accounting profession that one might expect a
certain am ount o f resistance to the idea. This was the case w hen M arvin &
Company began to seriously consider hiring a marketing director. Even the
partner w ho originally had suggested the need for a formal marketing plan
was concerned.
“The biggest misconception,” recalls Mastracchio, “was that we were going
to hire someone to do advertising. The partners hadn’t defined the differ
ence between marketing and advertising. They also were concerned that a
marketing director would only help the partners w ho were already good
at bringing in new business.”
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It is not uncom m on for firms to experience partner resistance to the
concept o f hiring a marketing director. The basis for the resistance at
M arvin & Company was the partners’ misunderstanding o f the marketing
process and the role that the marketing director would play in developing
programs to achieve the firm ’s marketing goals and objectives. If the
partners do not understand these concepts, the marketing director will
encounter resistance. H e or she will be unable to generate enthusiasm and
support for the marketing effort. Programs will falter, stall, or never get off
the ground. And the firm may very well lose the marketing director due
to his or her frustration w ith getting anything accomplished.
Education is the key to addressing partner resistance to the hiring o f a
marketing director. Educational avenues include the American Institute o f
Certified Public Accountants (AICPA) and the Association for Accounting
Marketing (AAM), both o f which present marketing seminars and confer
ences. The AICPA began the process w ith annual marketing conferences in
1986, and has published many handbooks on what a firm and its partners
should know about the marketing of professional services. (See the Appendix
for a list.) AAM holds annual conferences, w ith seminars presented by
leading professional services marketers, and publishes a monthly newsletter
addressing marketing related topics.
Chapter 5 contains an overview o f associations and publications devoted
to the marketing o f professional services in general and accounting firms
in particular. Please refer to this chapter for more sources o f information
and education.

G ive

the

M arketing D irector C omplete Support

As discussed in chapter 7, which focuses on what a marketing director needs
to succeed, your firm must be prepared to give complete support to the
marketing director in his or her role. Support means both the full backing
o f the firm ’s leaders and, ideally, a direct reporting relationship between the
marketing director and the managing partner.
At both Dixon, O dom and M arvin & Company, it was decided before
hiring the marketing professional that he or she would report directly to
the managing partner. “The marketing professional has to be independent
o f all the partners,” stresses Sams. “Each office, and even each partner, has its
own agenda. We were looking for a strong individual w ho could balance
all that.”
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Mastracchio maintains that the reporting line is critical to the success o f
a firm ’s first marketing director. “It makes a strong statement to the firm as
to the importance you’re giving marketing as a whole,” he states. W hy not
assign the director to a marketing partner or develop a marketing com
mittee? “This would dilute the whole purpose o f hiring a marketing person.
You have to have buy-in from the top.”
This buy-in includes backing the marketing director’s decisions if partner
opposition is encountered. If the managing partner is not strong in the face
o f such opposition, the marketer cannot be expected to succeed and stimu
late firm growth.
Mastracchio suggests that after a marketing position has been filled for a
while and a level o f trust has developed between the partners and the
marketing director, reporting lines may diminish in importance. “After many
years, yes, the marketing director will have more autonomy and no longer
have to w orry as much about ‘reporting’ to the managing partner. But not
at the start.”

R ecognize Status

and

A uthority

Further cementing the relationship between a firm ’s new marketing director
and the firm is partner recognition o f the marketing director’s status and
authority. This recognition is important in generating staff enthusiasm
for marketing programs. From the start, M arvin & Com pany’s marketing
director was included in all partner meetings and retreats. H e was com pen
sated at a manager’s level and reaped the same benefits. H e coordinated
many companywide events and was considered the host for those events.
As staff recognized the respect the marketing director was accorded,
enthusiasm and cooperation followed naturally.
Each firm must draw the lines a little differently between marketing director
and partner responsibility. You should decide, before hiring, where these
lines will be drawn, bearing in m ind that the marketing director needs to be
able to make decisions and command the financial and personnel resources
necessary to get the jo b done. Will your firm ’s marketing director develop
marketing action plans or simply take the partners’ directions and see them
through to fruition? W hat will be the maximum level o f purchasing deci
sions the marketing director can make? W hat ability will the marketing
director have to command the assistance necessary to carry out marketing
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initiatives? In other words, what authority, budgetary discretion, and
autonomy will the marketing director have and how far will it extend?
Simply delineating these aspects o f the marketing director’s position will
send a clear message to the rest o f your staff. If everyone at the firm is made
aware o f the kind o f budget the marketer oversees, the freedom he or she
has to manage that budget, and the assistance he or she will be expected to
receive from support staff, they will better understand how important this
new person is to the future growth o f the firm.

Share F inancial Information
In order to market the firm effectively, the marketing director must have
access to information that the partners may be reluctant to divulge to an
individual who is neither a partner nor a CPA. This information includes
departmental and firmwide revenues and hours charged, billed, and
collected. In addition, the marketing director must have early information
regarding management decisions affecting the firm ’s direction.
H ow did the professionals at M arvin & Company plan on bringing the
marketing person into the loop? “I didn’t expect any resistance,” insists
Mastracchio. “All the partners realized that for this to work, the marketer
had to be privy to all firm information. We always ran an open business
anyway. W hy w ouldn’t you want the marketer’s expertise based on the best
available firm information?”
Dixon, O dom & Company’s Sams agrees, stating, “We gave the marketing
director access to all firm information.” If your firm is not prepared to open
its books to the marketing director, and to keep him or her abreast o f key
management decisions, it may be wise to postpone the hiring.

Less C ontrol , N ew R esponsibilities
M arvin & Company’s Mastracchio insists that the marketer wasn’t hired to
relieve the partners o f their marketing duties, but rather to m onitor their
progress and provide them w ith the assistance and tools necessary to make
marketing work. This helped ensure that all partners and managers were
assisted and all would benefit equally from this additional staff person.
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Before bringing a marketing director on board, a firm ’s partners should
be prepared to release a great deal o f control over certain marketing items.
In addition, they should be ready to tackle new responsibilities and comply
w ith the marketing director’s information needs.
In firms that do not have marketing directors, partners typically oversee
their own budgets for marketing-related activities. They often have control
over the organizations to which they contribute, the situations in which
they place small ads for charitable fund-raisers, and the civic and charitable
organizations they jo in for exposure and networking opportunities.
In order to more effectively distribute these budgeted outlays, the effective
marketing director will want input into an overall plan o f distribution.
The loss o f this control is disconcerting to some partners, so they should
be prepared for change.
The effective marketer also will want to m onitor contacts made by indi
vidual partners in order to track referrals, leads, and resulting new business.
This will require time and effort on the part o f the partners, but it is key
to continued firm growth and another new responsibility for which the
partners should be prepared.

Investment I ssues
H iring a marketing director calls for a significant investment, in both
time and money. First, the firm will spend a considerable am ount o f time
recruiting and hiring the marketing director. (If the firm decides to use
a professional recruiter, a financial investment will be called for as well.)
O nce the marketing director has been hired, firm members must spend
time orienting this individual to the firm ’s philosophy, culture, services,
and other relevant matters. If the marketing director does not have an
accounting or financial background, he or she will need an introduction
to the accounting profession, the operations o f an accounting firm, and
accounting terminology. (This understanding is critical to the marketing
director’s ability to effectively market the firm ’s services.)
At the same time, firm members— from the partners right through to the
support staff—will need time to get used to the way a marketer thinks and
acts. The marketer will see everything the professionals and support staff
do from a perspective that at first may seem foreign. H e or she will express
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opinions and espouse ideas that may be perceived as very alien to the
firm ’s environment.
The process o f adjusting to the presence o f a marketing director in the firm
requires a certain grace period. It can be a matter o f months to more than
a year before all parties develop an acceptable comfort level. The failure o f
many first-time marketing directors can be traced to impatience during
this period. Given time, a symbiosis develops; and, if the match is good,
everyone benefits.
A second im portant consideration is the financial investment the firm must
make to support the marketing effort. Too many firms struggle with “the
return.” They want to see some immediate influx o f business and revenues
to justify the hiring o f the marketing director. Too often, one hears, “It’s
been a year, and I haven’t seen any concrete evidence that the marketing
director is bringing in enough new business to account for the expense.”
As discussed earlier, buy-in from the top is important to the marketing
director’s success. This buy-in must also take the form o f understanding that
marketing is a long-term investment, not a short-term fix.
Does your firm have the patience it will take to let the marketing person
get a foothold and take the firm forward? Here are a couple o f true stories
concerning return time on the marketing investment.
In late 1986, M arvin & Company’s first marketing director began a public
relations project that has paid off handsomely over the years. At first,
however, the results were negligible.
The project consisted o f the issuance o f an annual Business Climate Survey
at the beginning o f each calendar year. The survey asks the region’s
businesses for their thoughts on how their businesses may fare in the
coming year.The project has a dual purpose: to improve the growth o f
local business as one o f M arvin & Company’s target industries, and to build
awareness o f the firm ’s involvement in this niche (and perhaps awareness
o f the firm in general).
D uring the first few years the survey was undertaken, responses were light
and media attention even lighter. But by the fourth annual survey, the
response rate was very high and media attention was excellent. The firm
recruited the involvement o f many local chambers o f commerce to help
distribute the survey, and businesses began recognizing M arvin &
Company’s commitment to their interests. A nice side benefit has been
media attention: all three local television stations, the local news/talk
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radio stations, and a half-dozen regional newspapers all report on the annual
survey results.
The project’s apex came eight years after the first survey, w hen M arvin &
Company was recognized as the Small Business o f the Year by the local
chamber o f commerce. The firm could easily have abandoned the survey
idea (and perhaps even terminated the industrious marketing director who
started it) after the first couple o f tries. But by sticking it out, the firm has
realized a return w orth many times its investment.
A nother story about “the return” involves a marketing director w ho worked
for several years w ith a Pittsburgh firm. Before a personal situation led her
to move to a Chicago firm, the marketing director sowed many marketing
seeds that did not immediately blossom.
After eighteen months in Chicago, the marketing directors situation per
mitted her to move back to Pittsburgh, and her original firm was more than
happy to have her back. The reason? The many seeds sown a year and a half
before were beginning to sprout. The result was an increase in business and
revenues for her old firm.
Are you ready to commit to giving your first marketer the time it takes
to make a real difference at your firm, even if it exceeds eighteen months?
If not, you may not be ready for your first marketing director.

T he Q uestion

of

F irm S ize

It’s important to note that there was no “magic num ber” in terms o f billings
that dictated either Dixon, O dom ’s or M arvin & Company’s decision to
hire a marketing director. Rather, it was a combination o f the two firms’
partnership structure, the desire for continued growth, and the need for
partner assistance and administration o f marketing responsibilities.
“W hile size played a part,” says Sams, “it was what we noticed happening
around us that helped convince us it was time. We noted other firms had
already hired. We were probably late in getting started in 1989.”
Surveys show that firms billing as little as a million dollars annually have
successfully hired marketing personnel. For example, at that time, M arvin &
Company was billing just below $3 million. Could they have continued
growing w ithout a marketing professional? According to Mastracchio, “It
would have been terribly inefficient to do so. We already had an administra-
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tive assistant who assisted me w ith my billable hours, and coordinated some
o f the marketing chores. She would have been further swamped with work
she was not trained for and had little interest in.”
Sams concurs, stating, “I personally w ouldn’t have wanted to continue
w ithout help. We had ten locations that had to maintain a marketing
presence, and we couldn’t coordinate them all w ithout help. Just doing
trade shows was terribly time-consuming for all concerned. N ow we have
someone w ith a good handle on it.”

W hat If

the

F irm I s N ot Ready ?

Having read this far, you may come to the conclusion that your firm really
is not ready for a full-time marketing director. If so, there are options that
will help you keep pace w ith the competition until the timing is right.
Consider hiring a part-tim e marketing coordinator w ho will be responsible
for the preparation and distribution o f newsletters and other direct mail
pieces (for example, tax planning guides and seminar invitations), preparing
for and running seminars, and handling other marketing-related matters.
As the firm grows and your marketing programs become more sophisticated
and extensive, this individual can be moved to a full-time position with
increased responsibilities. Alternatively, you may wish to recruit a more
experienced marketing professional w ith a broader range o f skills.
R em em ber that education is key to moving a firm toward a commitment
to marketing. Implement a firmwide marketing education campaign.
Sponsor workshops and seminars. Disseminate articles on the subject o f
marketing. Make marketing an agenda item at all partner and staff meetings.
The firm also may want to consider working first w ith a marketing con
sultant. An experienced consultant can help you assess where the firm
stands now, where you want it to be, and assist you in developing a plan
to bridge the gap.
The firm may also want to consider bringing in a marketing consultant to
conduct marketing and sales training sessions for the partners and managers.
This will open participants’ minds to marketing theories and programs,
provide them w ith training in marketing techniques, and lay the ground
work for the ultimate acceptance o f a marketing director.
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A good consultant can have your firm on the right track before hiring,
increasing the chances that you not only will find the best marketing
director on your first try, but one w ho will be more readily absorbed into
the firm ’s culture.

R esults Speak F or T hemselves
M arvin & Company kept its first marketing director for almost five years
before he moved on to another marketing-related challenge. Between early
1986 and late 1990, the firm grew to more than $5 million in billings.
Although it is difficult to measure what portion o f this increase was directly
related to the firm ’s marketing program, Mastracchio is the first to admit
that this kind o f growth couldn’t have happened easily in that time frame
w ithout having a marketing person on the payroll. As further testament to
good planning, M arvin & Com pany’s second marketing director is still w ith
the firm five years later.
Dixon, O dom hired its first marketing director in late 1989, and she is still
working for them. Since that time, the firm has experienced an 11 percent
average annual increase in business. Although Sams admits that not all o f this
growth can be attributed to the marketing effort (the firm has had a couple
o f mergers in this period), it certainly has not hurt to have annual goals
and a sound plan administered and m onitored by a professional marketer.
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This chapterfocuses on developing a job description and determining compensation
for an accounting firm marketing director. As the title marketing director implies,
the individual in this position is charged with leading a firm ’s marketing efforts, with
commensurate responsibilities and authority. Because many accounting firms employ
more junior marketing professionals, sometimes referred to as marketing assistants or
marketing coordinators, the chapter touches on matters related to the responsibilities
and compensation of these marketing professionals as well.

C omponents

and

P urposes

of a

J ob D escription

Few devices have destroyed careers as effectively as job descriptions. The
carpenter who refuses to change a lightbulb, the waiter w ho will not
remove a dirty dish, and the manager w ho views certain tasks as below his
or her status all share the same complex: “It’s not my job.” This syndrome
runs deep in our society, and m uch o f it can be blamed on job descriptions
run amok.
A job description that is too specific limits opportunities and initiative.
A good job description leaves plenty o f room for growth, by both
the practice and the individual, and addresses three areas: the range o f
activities expected o f the person, reporting relationships, and decision
making authority.

Activities
The jo b o f a marketing director can span a wide range o f activities. In
some firms, making cold calls, w riting proposals, maintaining a mailing
database, and managing the logistics o f a seminar program may be a full
time position. In other firms, advertising, publications, direct mail, and
media relations may be the best way to ensure that the practice grows.
In still others, statistical analysis o f client buying habits and the projection
o f those characteristics onto prospect profiles using on-line resources may
be part o f the marketing director’s role. In addition, increasingly we are
seeing the process and products o f marketing departments offered as billable
services to clients.

Reporting Relationships
Most accounting firms today continue to operate under a partnership
structure. By definition, a partnership is a working and financial relationship
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between two or more owners. That means multiple bosses, conflicting
priorities, and indistinct authority, accountability, and reporting. In short,
the marketing director is often caught in the politics o f a partnership.
To avoid this problem, most firms adopt one o f three lines o f reporting.
In the majority o f firms, the marketing director reports directly to the
managing partner. A few firms use a marketing partner as the focal point.
As well, a handful have a marketing committee as the reporting mechanism.
As discussed in more detail elsewhere in this book, including chapters 3
and 7, the most successful reporting relationship is that which is directly
to the managing partner because it helps to buffer the conflicting demands
o f the partners and signals the managing partner’s strong support o f the
marketing effort.

Level o f Authority
The marketing director’s jo b description also defines his or her level o f
authority, including discretionary spending levels. If the marketing director’s
level o f authority is not specified, it can be the source o f miscommunication
and even paralysis.
Following are four general levels o f authority or delegation in business.
Experience Level

Authority

Staff assistant (0-2 years)
Senior assistant (2-4 years)
Middle management (4-8 years)

Asks what to do
Suggests what to do
Does and immediately
reports
Does and routinely reports
(at weekly or monthly
meetings)

Senior management (8 years+)

The marketing director’s level o f authority should correspond w ith his or
her experience and leadership role in the firm ’s marketing efforts. Ideally,
this level will fall in the middle or senior management categories and will
include routine spending authority in line w ith the firm ’s marketing budget.
Such authority will empower the marketing director to advance and com
plete marketing projects and accomplish marketing objectives.
The level o f authority o f more junior marketing professionals (that is,
marketing assistants and marketing coordinators) would fall w ithin the
staff assistant or senior assistant categories.
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Please refer to chapter 7 for a more in-depth discussion o f the importance
o f this issue in determining the marketing director’s success.

Purposes o f Job Description
Besides delineating the firm ’s position regarding each o f the areas discussed
above, the job description has two additional purposes: It is the first step
in defining hiring criteria and serves as the basis for the performance
evaluation process.

D evelopm ent o f H iring Criteria
The marketing director’s job description begins w ith the firm ’s strategic
plan. In identifying the firm ’s goals, objectives, and future direction, the
strategic plan provides a focus for the firm ’s marketing efforts. It is this focus
that determines the marketing director’s job description— quite simply, what
he or she needs to do to build the practice— and, accordingly, the skills,
experience, and personality traits that will be required. Even a firm w ithout
a formal strategic plan generally has an informal understanding o f where the
firm is headed. It is this vision o f the future, w hether w ritten or not, that
becomes the foundation for the work o f the marketing professional.
For instance, a firm ’s strategic plan may reveal the need for a focus on
business development (sales).To fulfill this role, the firm will require an
individual w ith the characteristics o f a successful salesperson. Typically, salesoriented individuals have hard-driving personalities. They are competitive.
They have strong self-images and are able to handle rejection. They have
great personalities and enjoy social interaction. They generally have little
tolerance for paperwork and corporate protocol. Emotional highs and lows
are common.
The firm whose strategic plan calls for a focus on other areas o f marketing
(for example, research, publications, writing) should look for a marketing
director w ith quite different characteristics. For example, if the jo b descrip
tion calls for researching prospects on the Internet, desktop publishing, and
managing databases, a sales-oriented individual would not be productive.
In such a case, the best job candidate may be a detail-oriented, more intro
verted individual w ho finds fulfillment in solving complex problems or
inventing more efficient processes. Again, it is the jo b description that helps
to sort out the skills and experiences needed to build the practice.
A firm ’s strategic plan generally identifies its primary strengths and weak
nesses. This element o f the plan is helpful in identifying the professional
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experience the firm ’s marketing director ideally will possess. For example,
if a strength of the firm is its banking relationships, a marketing director
w ith experience in the banking industry would be a good choice to build
upon that strength. Conversely, if a weakness o f the firm is lack o f name
recognition in hom e construction, a professional w ith experience in direct
mail in the construction industry may help to rectify the problem.
In developing hiring criteria, it is important to remember that no single
person can have expertise in all areas. Small firms often look for generalists
with skills or experience in a broad range o f areas. The adage “an inch deep
and a mile wide or a mile deep and an inch w ide” comes to mind. By the
same token, it is unrealistic to expect “a mile deep and a mile wide.” This
possibility simply does not exist.
The development o f a skills checklist, comprising specific hiring criteria
to be used to qualify candidates, is discussed in more detail later in this
chapter.

Performance Evaluation Benchmark
The jo b description serves as the benchmark for the marketing director’s
performance appraisal. It defines the responsibilities and areas o f account
ability against which the marketing director’s performance is measured.
In addition, it can be used to set specific performance targets. Examples o f
performance targets might include the num ber o f cold calls made, meetings
held w ith prospective clients, brochures produced, newsletters published,
seminars presented, and so forth. (Please note that these kinds o f measures
are an extension o f the job description. They are too specific and limited to
be incorporated in the description itself.)

D eveloping

a

J ob D escription

O ne o f the most useful documents in developing a job description is
Activities of Marketing Professionals, prepared by the Association o f Accounting
Marketing (AAM).This docum ent contains a comprehensive list o f areas o f
marketing activity (for example, sales, direct mail, information management,
client relations) and identifies sample tasks at two levels o f complexity
related to each area. This listing may serve as a “shopping list” for a firm
developing its marketing director’s job description. Often firms will ask each
partner to assign a priority to each task (1 to 5) and use the compilation o f
results as the job description’s initial draft.
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The listing is reproduced below. The following three features o f the list
should be noted:

1. The twenty activities listed all fall under the generic term o f
marketing. An attempt has been made to compile a compre
hensive list that includes all activities engaged in by the
accounting firm marketers w ho comprise AAM ’s membership.
2. The terms Level I and Level II suggest a difference in the levels

o f experience, decision making, interaction, authority, and
autonomy in the use o f firm resources. (Note: The distinction
between Level I and Level II tasks is also discussed subse
quently in this chapter in the section entitled “D eterm ining
Salary and Compensation.”)
3. The functions listed under each level are not all-inclusive.

They are intended to be examples o f some com m on functions
perform ed by marketing professionals.

Activities o f Marketing Professionals
The following outline summarizes the activities perform ed by marketing
professionals.

Sales
Level I

Makes phone calls to get appointments for others
Sends pre- and postcall mailings
Prepares solicitation mailings and responses

Level II

Prepares research on prospects
Attends initial meetings alone or w ith others
Drafts proposals and/o r participates through closing

Direct Mail
Level I

Level II

Assembles and sends materials to prospects/
clients/friends
M onitors accuracy and demographic focus o f
mailing lists
M onitors success ratios and prepares reports
Designs and tests mailers
Selects psychodemographic profiles o f targets
Manages follow-up on contacts
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Proposal Preparation
Level I Proofs and edits proposals for consistency
Oversees production, assembly, and delivery
Blends boilerplate sections

Level II

Has input on strategies and fee structure in proposals
W rites significant portions/designs visual
presentations
Approves final draft and monitors results

Networking
Level I

Attends social and professional functions
Prepares and sends follow-up materials
Maintains contact over time

Level II

Selects professional/technical organizations for
staff to join
M entors and trains partners and staff in efficient
networking techniques
Creates leads and brings in other professionals
as appropriate

Inform ation M anagement
Level I Maintains file o f proposals
Collects and catalogues articles, presentations,
biographies, and so forth
Maintains reference library o f sales and
marketing publications

Level II

W rites or ghostwrites books, newsletters, articles,
and presentations
Prepares annual statistics on firm size and specialties
Analyzes partner/niche productivity, realization,
billable hours, and so forth

Publications
Level I
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Has final approval on the content, writing style, and
design o f materials
Manages the typesetting, photography, layout, and
printing in-house or through vendors
Develops concepts and design formats for
new publications

Internal C om m unications
Level I Collects information from others for
in-house newsletters
Edits and produces in-house newsletters
Sends E-mail/voice mail communications related
to marketing

Level II

W rites articles for in-house newsletter
Takes notes at management and partner meetings
for distribution
Interprets firm policies and prepares “white papers”
related to marketing

Media Relations
Level I

Drafts press releases for approval
Sends releases to local media outlets
Maintains crisis management procedures
and documentation

Level II

Maintains personal relationship w ith reporters;
serves as liaison to firm “experts”
Appears as spokesperson for firm on camera or
in print
Finds opportunities for, and coaches firm members
on, media quotes and appearances

M eeting Planning
Level I Prepares program materials
Oversees facility staff during programs
Registers guests

Level II

Has professional certification as meeting planner
Negotiates and signs contracts for firm
Participates in determining meeting agendas
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Advertising
Level I

Prepares artwork for charitable books and programs
Obtains banners and sales aids
Negotiates ad design and placement in local and
trade papers

Level II

Serves as primary liaison w ith advertising agency
Designs campaigns to meet goals
Tracks and reports results

Client Relations
Level I Maintains mailing lists o f clients and friends
Sends routine information to clients
Conducts client satisfaction survey

Level II

Personally knows most larger clients
Organizes events for client training and
entertainment.
Arbitrates client problems with the authority
to resolve

Research
Level I

Conducts client satisfaction surveys
Maintains competitive firm files
Collects and disseminates industry data

Level II

Analyzes results o f client satisfaction survey and
ensures appropriate changes
Conducts name recognition and issue-oriented
surveys
Generates statistical projections, trends, and
w hat-if scenarios

Database M anagement
Level I Formats and inputs data
Programs software to retrieve information
Prepares reports o f compiled data

Level II
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On-Line Database U tilization
Level I “Surfs the N e t” to find information
Selects industry data
Prepares research reports

Level II

Sets up a H om e Page
Manages firm information on the Internet
Develops billable services using the Internet

Trade Shows
Level I Organizes firm members to staff the booth
Registers for booth space and setup
Coordinates setup and materials

Level II

Selects trade shows for participation
Designs booth
Trains partners and managers to staff the booth

Strategic Planning
Level I M onitors performance against plan
Discusses pros and cons o f industry targets
Reviews quality data and prepares reports

Level II

Assists partners/departm ents/niche areas in
developing business plans
Leads strategic planning sessions for niches/
departm ents/firm
Manages Total Quality M anagement program for firm

Staff Recruiting
Level I

Meets with each recruit before hiring
Develops forms for assessing marketing ability
Talks to professors and references to affirm
marketing ability

Level II

Trains recruiters on personality factors predicting
marketing success
Assesses and tracks personality profile mix
Develops predictors o f client compatibility
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Delivers instructional units on sales and marketing for
partners and staff
Orients new hires on marketing expectations
Teaches classes in style, dress, and presentation
Develops instructional units on sales and marketing
for partners and staff (or may select and supervise
outside vendors)
Acts as m entor to (or evaluator of) partners and staff
Provides one-on-one consultation on style, dress,
and presentation

Client Service (Billable)
Level I Provides clients w ith on-line research studies
(Dialogue, D un & Bradstreet, and so forth)
Advises clients on marketing or sales issues under the
direction o f partners
Recruits marketers for clients

Level II

Develops sales/marketing consulting practice for
other (noncompeting) accounting firms
Develops consulting practice to an industry
Produces materials for sale to other professional
and industry firms

Departm ent Administration
Level I

Prepares “advisory” budget for managing partner
review (usually less than $100,000)
Has discretionary decision limit o f less than $2,500
Responsible for self and part-tim e secretary

Level II

Prepares, defends and performs against budget
(usually in excess o f $100,000)
Has discretionary decision limits o f more than $2,500

Attends management/partner meetings
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a

Skills C hecklist

Although the job description defines what the marketing director will do,
the skills checklist defines the knowledge, experience, abilities, and personal
traits the marketing director will need to fulfill his or her responsibilities.
You will use this list to identify and rate qualified candidates.
To illustrate how the skills checklist flows from the jo b description, think
o f a firm w ith a $4 million practice. The strategic plan o f the firm calls for
increasing the size o f the practice to $6 million in three years w ith $1.5
million coming from new clients. Given its growth plan and other factors,
the activities most likely to produce results for the firm are direct mail,
networking, and seminars (meeting planning). The jo b description o f the
marketing director is shown in exhibit 1 below.

Exhibit 1: Sample M arketing D irector P osition D escription
• Manages direct mail, networking and seminar programs. Reports to managing
partner. Responsible for one part-time subordinate. Position is considered middle
management. This means that the director is to make most decisions, but is to
keep the managing partner fully informed.
• Although the position reports to the managing partner, this position has dottedline relationships with the five other partners. Budget is projected at $200,000
with discretionary spending authority, within this amount, of $2,000.
• Direct mail responsibilities include the selection of prospects; writing, printing,
and testing of mail pieces; distribution to prospects; collection of reply cards;
dissemination of leads to partners; and follow-up results monitoring and
preparation of reports on program successes.
• Networking responsibilities include attending social and professional functions,
selecting those that complement the business interests of the firm; matching
seniors, managers, and partners to appropriate organizations; training partners
and associates in efficient networking techniques, monitoring their activities
and supporting their efforts with follow-up mailings and opportunities for
further interaction.
(continued)
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E x h ib it 1: S am ple M a r k e t in g D ir e c t o r P o s it io n D e sc r ip t io n
(continued)

• Seminar program responsibilities include identifying prospect interests, selecting
sites, negotiating with hotel properties, selecting presenters, training presenters,
editing materials, arranging for print and visual support, supervising rehearsals,
preparing invitations, following up to ensure prospect attendance, deter
mining reactions, managing follow-up activities, and ensuring long-term
personal contact.
W ith the marketing director’s job description developed, preparing a skills
checklist is quite easy. Table 1 is a sample checklist that might be used to
evaluate candidates for the position described above. The left column lists
the skills and other traits a qualified candidate must possess. The remaining
five columns allow the interviewer to rate the candidate in each area. Skills
rated as less than 3 would have to be learned by the marketing director on
the job, through outside training, or through trial and error, representing a
cost to the firm (in either time or dollars).
T able 1: M arketing D irector A pplicant E valuation
General Skills

Experience using database, word
processing, and spreadsheet software
High degree o f organization
Experience in writing and design
o f printed material
Strong social, communication, and
presentation skills
Ability to command respect o f
hard-driving partners, associates,
and comm unity business leaders
Knowledge o f and connections in
the business community
Knowledgeability in one or more
o f the firm’s specialty niches
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1

Familiarity with available databases

2

3

4

5

s

Ability to segment prospects
into similar profiles based on
demographic information

!

Experience in developing
printing specifications

!1

Excellent sense o f visual design
Experience in research and
testing o f mailings
Familiarity with Post Office
standards
Knowledge o f mail house
operations and charges

Skills Related to Networking

1

2

3

4

5

Familiarity with local or regional
technical and professional
organizations related to firm’s niches
Ability to assess interests o f partners
and associates using psychological
profiling and to match them with
appropriate organizations
Ability to demonstrate successful
personal experience in networking
Ability to conduct classroom and
on-the-job training in networking
Evidence o f rigorous follow-up
(ledger, database, etc.) o f contacts
made through networking

(continued)
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T able 1: M arketing D irector A pplicant E valuation
(continued)

Skills Related to Seminar Programs

1

2

3

4

5

Certification from Meeting Planners
International
Experience in negotiations with
hotel properties
Experience in training and critiquing
presenters

1

Ability to select prospect groups
Experience in the design and
follow-up o f invitations

S

Experience in preregistration and
registration techniques
Ability to make attendees feel
welcome
Ability to start conversations between
guests and firm members

i
j

s

Familiarity with sources for
visual support
Ability to design and assess
evaluation forms
Experience in controlling tempo o f
programs to ensure that participants
leave on a high note

5
S

Ability to implement follow-up
procedures to ensure that every
participant ultimately is asked to buy
Note: 1 = little or no experience; 3 = adequate experience; 5 — exceptional experience

Transferrable Skills
Certain skills possessed by marketing professionals do not transfer into the
accounting firm environment. For instance, experience in managing a $20
million account w ith an advertising agency to raise national market share a
point or two is clearly a marketing function. But the applicability o f this
experience in a small, or even a midsized, accounting firm is questionable.
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Even a degree in marketing is not much assurance o f success. Most market
ing degrees focus on advertising, research, publications, and consumer
behavior. Such coursework, especially w ith a product orientation, is o f
dubious value in the prom otion o f consulting interventions and partner
competence in accounting and taxation.
Two categories o f experience that will transfer into the accounting firm
environment are bank marketing and law firm marketing. The challenges
in the banking environment, especially commercial loan departments, and
in law firms closely resemble the challenges o f accounting marketing. W ith
a few exceptions, the skills and sensitivities are transferrable.

v ■ ■
D etermining Salary

and

C ompensation

There is a regular flow o f accounting marketers in and out o f positions
because few accounting firms offer career ladders. As such, advancement
usually requires a change in jobs. This means that a well-written, taskoriented ad in a local newspaper often will uncover several good candidates
w ho are interested in moving up.
As stated in the preface to this chapter, the accounting firm marketing
director leads the firm ’s marketing efforts, w ith position responsibilities and
authority commensurate w ith this leadership role. W hen it comes to deter
mining compensation, this level o f responsibility and authority, along with
the marketing director’s years o f experience and other variables, should be
considered as well.
As also stated earlier, many accounting firms employ more junior marketing
professionals, sometimes referred to as marketing assistants or marketing
coordinators. This section clarifies the distinction between the levels o f
marketing professionals and, accordingly, differences in compensation.
Marketing assistant is an entry-level position. A marketing assistant usually
has a degree in marketing and up to four years o f experience in a limited
num ber o f the tasks categorized as Level I on the list o f marketing profes
sionals’ activities.
The salary o f a marketing assistant is subject to a num ber o f variables,
including the region o f the country, diversity and num ber o f tasks, and
performance goals. Generally, a marketing assistant w ith no experience
will start at the same salary level as a college graduate management trainee
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in another industry or occupation. Annual salary increments are 5 to 10
percent o f base over the first three to four years.
Marketing coordinator is the title used for marketing professionals with 5 to 9
years o f experience. M arketing coordinators generally spend half o f their
time in Level II tasks and can become quite specialized. Often, these special
izations have a value in the job market that exceeds incremental progression.
For example, an individual w ho is unusually competent in publications,
advertising, or media relations may command a higher value in another
industry. If that occurs, escalation o f the salary schedule to remain competi
tive is in order. The salary range o f marketing coordinators generally ranges
from $25,000 to $50,000.
Marketing directors generally have ten or more years o f experience. All o f
their work is in Level II tasks. Usually, they have one or more marketing
assistants or coordinators reporting to them.
The title “director” implies responsibility at or above that o f a manager.
Often, marketing directors operate as coequals w ith partners on strategic
and developmental issues. T heir business sense and credibility often lead to
the development o f new client services based, in part, on their creativity and
technical expertise in research and projections.
W hen determining the marketing director s compensation, budgetary
discretion is a relevant factor. Marketing directors have spending discretion
o f several thousand dollars per item and operate w ith budgets o f at least
$100,000. Marketing expenditures are expenses, and each dollar spent is
equal to three or four dollars o f income. This means that the marketing
director w ho has discretion over a $200,000 budget has the same impact
on the bottom line as a partner with a $600,000 book o f business. This is
why the compensation for the best marketing directors approaches that o f
partners, with some offset for the risk o f ownership.
Marketing directors, by definition, have survived the political machinations
o f the partnership system. They usually are adept at negotiating compensa
tion packages that may comprise a combination o f salary and bonuses.
Their compensation level begins at approximately $50,000, w ith a number
o f marketing directors commanding more than $100,000 annually.
For current information on marketing professionals’ compensation levels, an
annual survey is available from the AAM.
Today, many accounting firms are upgrading the roles and jo b descriptions
o f their marketing personnel. They have seen the impact that marketing
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directors can have in shaping the future o f the profession— and they are
willing to pay the higher salaries that come with that role.

R eaping

the

D ividends

Although job descriptions can sometimes limit professional growth, a
carefully w ritten description ensures that the efforts o f a marketing profes
sional support firm values and goals as efficiently as possible. In addition, the
development o f a jo b description and a skills checklist as a prelude to the
hiring process will help ensure that the candidate you ultimately select
possesses the right skills, knowledge, and experience to accomplish your
specific marketing objectives. In sum, the time and effort you invest in this
step o f the hiring process will pay significant dividends in the long run.
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This chapter presents some o f the many resources available to assist you
throughout the process o f recruiting and hiring a marketing director. You
also will find resources to help broaden your knowledge o f the process o f
marketing accounting services, and thus lay a solid foundation for your
marketing director’s ultimate success.

A ssociations
There are numerous associations devoted to the marketing o f professional
service organizations, including accounting firms. Many o f these organiza
tions maintain job banks and publish newsletters in which classified
advertisements may be placed. O ther resources include educational
programs and informational resource banks. In addition, association involve
m ent provides many opportunities to m eet and talk w ith individuals whose
firms face similar marketing challenges, including identifying and recruiting
qualified applicants for in-house marketing positions.
The most prom inent associations, and the resources they offer, are
presented below.
■ American Institute o f Certified Public Accountants (AICPA)
1211 Avenue o f the Americas
N ew York, N ew York 10036-8775
Telephone:
Facsimile:

212-596-6200
212-596-6213

Harborside Financial Center
201 Plaza Three
Jersey City, N ew Jersey 07311-3881
Telephone:
Facsimile:

201-938-3000
201-938-3329

Representatives o f the AICPA s Private Companies Practice
Section/M anagem ent o f an Accounting Practice (PCPS/M AP)
Division can direct you to practitioners w ho are knowledge
able in the marketing o f accounting services and the recruiting
and hiring o f marketing professionals. PC PS/M A P staff can be
reached at the AICPA’s N ew Jersey office.
The M anagement o f an Accounting Practice (MAP)
Com m ittee has two publications that contain information on
hiring a marketing director. The first is Management of an

59

H ow

to

H ire

a

Marketing D irector

and

Make It W ork

Accounting Practice Handbook, which discusses the marketing
director’s role in chapter 105, “Marketing.” The second publi
cation is The Marketing Advantage: How to Get and Keep the
Clients You Want, which has a chapter entitled “A Buyer’s
Guide to H iring a Marketing Director or Coordinator.”
(A recommended reading list can be found at the end o f
this chapter.)
In addition, the AICPA publishes the Journal of Accountancy
on a m onthly basis. The magazine often features articles on
marketing topics relevant to accounting firms.
For a fee, the AICPA library can provide AICPA members
w ith a bibliography on the marketing function in a CPA firm.
The library’s toll-free num ber is 800-862-4272, department 7.
■ State CPA Associations
State CPA associations are another resource. Most state associa
tions publish newsletters on a regular basis, in which classified
advertisements may be placed. In addition, state associations
provide educational seminars, informational resource banks,
and opportunities to network w ith members o f other firms
confronting similar marketing challenges.
■ American Marketing Association (AMA)
250 South Wacker Drive
Suite 200
Chicago, Illinois 60606-5819
1-800-262-1150
The AMA is the largest association o f professional marketers in
the U nited States, w ith approximately ninety local chapters
across the country. The association maintains an active job
bank and publishes a biweekly tabloid newspaper entitled
Marketing News. In addition, AMA has a Services Marketing
Special Interest Group which publishes its own newsletter,
Services Marketing Today. Local chapter meetings provide oppor
tunities for networking w ith knowledgeable marketing
professionals and qualified candidates for the position o f
marketing director w ith your firm.
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■ Association o f Accounting Marketing, Inc. (AAM)
225 East 16th Avenue
Suite 1150
Denver, Colorado 80203
Telephone:
Facsimile:

303-863-7898
303-863-0522

AAM is a national organization comprised o f in-house
marketing professionals, CPAs w ith marketing responsibilities,
and consultants providing services to the accounting industry.
AAM ’s resources include a national job bank, an informational
resource bank, educational programs, an annual national con
ference (with seminars and networking opportunities), and
MarkeTrends, a bimonthly newsletter featuring articles relevant
to accounting firm marketing. Local chapters o f AAM exist in
many metropolitan areas.
Contact AAM s headquarters in Denver for information regarding
membership or advertising through the association’s jo b bank.
■ National Law Firm M arketing Association (NALFMA)
401 N orth Michigan Avenue
Chicago, Illinois 60611-4267
Telephone:

312-245-1592

Facsimile:

312-321-5194

NALFMA, a national organization w ith many local chapters,
provides the same services to the legal industry as AAM provides
to the accounting industry. Among its members are marketing
professionals w ho serve a variety o f professional services organiza
tions, including accounting firms. The association provides both
educational and networking opportunities on a national and
local basis.
■ Association o f W omen in Communications, Inc. (WIC)
10605 Judicial Drive
Suite A-4
Fairfax,Virginia 22030

Telephone:

703-359-9000

Facsimile:

703-359-0603

W IC has nearly 7,000 members worldwide, many o f w hom
are in the fields o f marketing, advertising, and public relations.

61

H ow

to

H ire

a

M arketing D irector

and

M ake It W ork

Among the organization’s resources are an annual conference
and communicators’ expo, seminars and workshops, and a
newsletter entitled Career Connections for Communicators, which
advertises employment opportunities throughout the nation.
In addition, W IC publishes The Professional Communicator, a
magazine focusing on issues and trends related to marketing
and communications.

M arketing C onsultants
As discussed in chapter 3, your firm may wish to retain a marketing con
sultant to provide advice and assistance throughout the decision-making
and recruiting process. A consultant who has solid experience in the marketing
of professional service firms can do a lot o f the necessary legwork for you,
while helping you address the hard decisions and sticky issues that are
bound to arise.
Specific consulting services that may support your firm during this process
include the following:
■ Evaluating your firm ’s need and preparedness for a marketing
director
■ Planning and managing the recruiting and hiring process
■ Assisting in the development o f the marketing director’s job
description and skills checklist
■ Prescreening candidates’ resumes
■ Providing guidance to partners in the interviewing process
■ Developing a plan to pave the way for the marketing director’s
successful transition into the firm
■ Providing educational programs to strengthen firm members’
knowledge o f the marketing process
■ Performing marketing functions (for example, marketing
planning, publications development, research, events planning
and management) on an interim basis
Personal referrals are perhaps the most dependable m ethod o f identifying
marketing consultants w ith proven track records. Talk w ith members o f
other firms w ho have worked w ith marketing consultants, or contact one
o f the associations listed earlier for referrals.
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Marketing consultants often write articles for association magazines and
newsletters. The sponsoring association will be able to put you in touch
w ith the author o f an article focusing on critical marketing issues facing
your firm.

R ecommended R eading
As the marketing o f professional services expands in importance and
visibility, library and bookstore shelves are filling up w ith texts on the
subject. The following short list will get you started on a reading program
to expand your understanding o f the marketing process. The more informed
you and other firm members are, the better your chances for recruiting
a qualified marketing professional whose experience, knowledge and skills
match your firm ’s unique needs.
Aquila, August J., Allan D. Koltin, and R o b ert Pitts. CPAs That Sell: A
Complete Guide to Promoting Your Professional Services. B urr Ridge, Illinois:
Irwin Professional Publishing, 1995.
Nassutti, Colette (ed.). The Marketing Advantage: How to Get and Keep the
Clients You Want. Issued by the AICPA M anagement o f an Accounting
Practice Committee. N ew York: American Institute o f Certified Public
Accountants, 1994.
Kotler, Philip and Paul N. Bloom. Marketing Professional Services. Englewood
Cliffs, N ew Jersey: Prentice-Hall, 1984.
Listman, R obert J. Marketing Accounting Services. Homewood, Illinois:
D ow Jones-Irwin, 1988.
Marcus, Bruce W. Competing for Clients in the 90s (rev. ed). Chicago:
Probus Publishing Co., 1992.
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In previous chapters, you learned how to determine w hether your firm
needs and is ready for a marketing director and how to develop a job
description. W hen you have decided that your firm and your partners are
ready for a full-time marketing professional, use this chapter to guide you
in finding and hiring the best candidate.

R ecruiting C andidates
Your firm ’s approach to recruiting marketing director candidates will
depend on the amount o f time and dollars you are willing to invest. Most
Big Six and national firms utilize executive search firms; local and regional
firms are more likely to place advertisements in their local Sunday news
papers. Trade and professional organizations are also useful sources o f
marketing director candidates.

Executive Search Firms
Retaining an executive search firm will significantly reduce your time
com m itm ent to the hiring process. The firm will work w ith you to develop
a position description (if one does not already exist), and it will have access
to a large database o f experienced candidates w ho match your requirements.
Plus, executive search consultants are experienced in the interview process
and can provide you w ith valuable advice.
Before hiring a search firm, be sure to determine the following:
■ The firm ’s experience in placing marketing directors in
accounting firms
■ The firm ’s fee structure
■ H ow the firm recruits candidates
■ The expected time frame
A search firm will use the job description you have developed and ask
you further questions to ensure that it is searching for candidates w ith the
correct set o f skills. If you have developed a skills checklist, as recommended
in chapter 4, you will want to provide the search firm w ith this as well.
Many Big Six and national firms hire marketing directors and other
marketing professionals (for example, writers and public relations and
communications specialists) for specific industry groups— manufacturing,
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banking or health care, to name a few. If you are looking for candidates
with specific industry expertise, the search firm will look directly to the
industry to identify qualified candidates.

Advertisements
Advertising is an excellent alternative for a firm on a tighter budget. Use
the job description that you developed as the basis for the advertisement
and keep the following in mind.
■ Be specific regarding the qualifications and experience required.
If effective w riting is an important criterion, ask candidates to
submit writing samples or publicity clippings with their resumes.
■ The size o f the advertisement is not im portant unless there are
many similar positions available, which will not be the case for
accounting marketing. It is more important to stay to the point.
■ Give a salary range to limit the num ber o f responses. This will
minimize responses from those w ith either too little or too
much experience.
■ D o not use a box num ber unless you state that the position is
w ith a CPA firm. This is an im portant piece o f information
that candidates need in order to determine w hether to
respond. Ideally, responses should be sent directly to your
firm ’s address, not a box number.
■ The job title should appear in the headline. The advertisement
should be placed in the “M arketing” section.
Sample advertisements are reproduced in exhibit 1, following. Consider how
these ads reflect the needs o f the firms. For example, Thalia Zetlin, Director
o f Marketing w ith David Berdon & Company in N ew York City, placed an
ad in The New York Times w hen she was building the firm ’s marketing
department. “The [first] person I was looking for would be responsible for
a lot o f writing, including newsletters and proposals,” Zetlin explains. “So,
the criteria m entioned in the ad included a degree in English and the
ability to think strategically and handle multiple tasks.”
The responsibilities o f a second marketing professional recruited by Zetlin
for David Berdon & Company were maintaining the firm ’s database,
organizing seminars, and coordinating direct mail campaigns. The
criteria specified in this ad included a detail-oriented focus and strong
com puter skills.
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E xhibit 1: S ample A dvertisements
Marketing Coordinator
NATIONAL CPA FIRM SEEKS MARKETING COORDINATOR FOR
ATLANTA OFFICE. College degree in related field and knowledge of
WordPerfect, Lotus, Macintosh, and desktop publishing required. Communication
and organization skills essential. Responsibilities include monitoring sales and
business development activities, public relations, database management, and coordi
nation of special events. Only those with a desire to learn and succeed need apply.
Salary range from ______ t o ______ . Please forward your resume and two writing
samples in confidence to: [Insertfirm name and address].

Marketing Assistant
WANTED BY PRESTIGIOUS CPA FIRM: Strategic thinker with excellent
writing skills. One to three years marketing experience preferred for this highly
visible position. Responsibilities include writing and producing the firm’s news
letter, industry and client bulletins, brochures, press releases, and marketing plans.
Knowledge of desktop publishing helpful. Friendly environment in a prime
midtown location. Substantial growth opportunities. Salary range from ______
t o ______ , depending on experience. To apply, please send writing samples, along
with resume and cover letter to: [Insertfirm name and address].

Trade and Professional Organizations
Trade and professional organizations are another source o f qualified
candidates. Many organizations offer job placement services and publish
newsletters in which you can place advertisements. In addition, you may
conduct a direct mail campaign targeting the members o f an organization’s
local chapter. Both your ad and the direct mail letters will reach the organi
zation’s members and their contacts who might be qualified for the position.
The organization or organizations you select will depend on the expected
role o f the marketing director in your firm and the skills you consider most
important. Please see chapter 5 for a list o f organizations and the assistance
they may provide.

Personal Referrals
Personal referrals are another effective source o f marketing director candi
dates. Unless there is a reason to keep the job opening confidential, spread
the word throughout your firm. Members o f the firm can then contact
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potential sources o f referrals, such as business associates and professional
association members.
Note: Some personal referrals may be motivated by self-interest and should be carefully prescreened
before an interview is arranged. This should be done by clearly communicating the job criteria and
never agreeing to interview an unqualified candidate simply as a personal favor. This not only would
be a waste of time, but it may generate ill will when the referred candidate inevitably is rejected.

Q ualifying C andidates

Traits o f Best Candidates
CPA firm marketing directors must possess a broad array o f skills. These
skills are both technical and nontechnical in nature. They range from
communication skills to the ability to deal w ith stressful situations.
In general, the Big Six and national firms look for candidates w ith knowl
edge in particular industries or services areas. Local and regional firms look
for more well-rounded candidates since, in most cases, these firms do not
have the luxury o f hiring task-specific marketing professionals.
David S. Moyer, o f Moyer Sherwood Associates, Inc., an executive search
firm based in Stamford, Connecticut, identifies three traits o f successful
candidates: bottom line orientation, focus, and relevant skills sets.
“The marketing director must understand the broad financials, how a firm
makes money, and his or her role in it,” Moyer says. “H e or she must also
have a directed workload and know -how to keep the right balls in the air.
Also, he or she should have true competencies in communication and
w riting abilities.”
“The successful candidate will have desire, energy, and be animated w hen
relating experiences,” says Thomas H. Schwartz o f Smith Hanley Associates,
Inc., an executive search firm based in N ew York City. “Intellect alone w on’t
cut it; intellect must be combined w ith street smarts.”
“A successful candidate must have prior experience working in a partner

ship structure,” says Marie Raperto, President of The Cantor Concern, Inc.,
a N ew York City executive search firm specializing in public relations and
marketing. “W ithout it,” she says, “they will have a hard time, especially at
higher levels.”
Kenneth J. W right, Managing Director o f National Marketing for Price
Waterhouse, focuses on the talent and style o f the candidates. “The best
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candidate will be strong but not arrogant,” he says. “H e or she must be able
to present his or her point o f view while winning over the partners. It is
important to be innovative in order to solve the partners’ problems. Plus, the
best candidate is a self-starter since CPA firm marketing directors do not
receive much praise.”
Patricia Luchs, Regional Marketing Director o f the accounting firm o f
McGladrey & Pullen, based in Chicago, echoes W right’s point. “CPA firm
marketing directors must be self-sufficient,” Luchs says. “They must be
diligent, hardworking, and contribute ideas. They also should not be too
sensitive and not take criticism too personally.”
Thalia Zetlin believes that personality is the most important com ponent
o f w hether someone will succeed or not. “The person should have a
good attitude and a bright outlook,” says Zetlin. “This is critical in such
a pressure-packed position, w hen we are expected to shift gears at a
m om ent’s notice.”
Does an MBA have an impact on a marketing director’s success? “Yes,” says
David Moyer. “An MBA adds to the candidate’s ‘curb appeal’ and helps
convince the partners that the marketing director is as qualified and capable
as they are.” Ken W right agrees. “An MBA makes a difference in the
beginning to get in the door,” he says. “The MBA indicates that the candi
date is competitive and that he or she has gotten over some hurdles.” Note,
however, that even though an MBA may boost a candidate’s chances o f
being hired, the marketing director’s long-term success is based upon his
or her performance and exceeding the expectations o f the partners.
To recap, the traits o f the best marketing director candidates include
the following:
■ Bottom -line orientation
■ Focus
■ Patience
■ Desire
■ Energy
■ Intellect, plus street smarts
■ Creativity
■ Self-motivation
■ Political savvy
■ Communication abilities
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The Skills Checklist
The best candidate for the position o f marketing director w ith your firm
will possess not only the traits listed above, but a set o f skills matching your
firm ’s specific needs. As discussed in chapter 4, your skills checklist should
be based on the marketing directors position description. It should include
all o f the skills the marketing director will need to be successful in his or
her new position, and it should be developed before you place any classified
ads or begin interviewing candidates. Please refer to chapter 4 for a descrip
tion o f the process o f developing your skills checklist.

Evaluating Resumes
The key to analyzing a resume is knowing what you’re looking for. Use
your skills checklist as the basis for a resume rating system. R ate each candi
date in each skills area (perhaps on a scale o f 1 to 5, w ith 1 being lowest,
5 being highest). As you complete your review o f each resume, total the
candidate’s points.
The candidates w ith the highest num ber o f points will be those you want
to talk w ith first. Divide the stack o f resumes into three piles: Those you
definitely want to get to know, those w ho might work out, and those w ho
are unqualified.
To separate the best candidates from the rest, keep the following points
in mind.
■ Look for specifics in the job descriptions and the level o f
practical, hands-on experience.
■ Be wary o f lengthy descriptions o f education, too m uch self
promotion, and unsupported claims.
■ Besides the information it contains, a resume reflects a candi
date’s professionalism and communication skills. R eject
candidates whose resumes are sloppy or poorly written.
■ D o n ’t ignore non-work-related information. This may provide
clues to a candidate’s personality, style, and ability to fit into
the firm.
■ Resumes w ithout dates or arranged nonchronologically may
be attempts to hide periods o f unemployment.
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Initial Screening Interviews
You can narrow the num ber o f candidates w ho will proceed through the
full-scale interview process by conducting initial screening interviews. These
interviews can be conducted over the telephone or in person by your
human resources director or another individual responsible for hiring activities.
The num ber o f candidates you will initially screen depends on the amount
o f time you can devote to the process and the quality o f the resumes
received. Ten to twenty is a good range for which to aim.
Your questions during an initial screening interview should be designed
to clarify information contained on the candidate’s resume, to probe for
additional information regarding important criteria, and to get a feel for
the candidate’s personality and style. Based on the results o f these inter
views, you should identify four or five candidates to invite back for
second interviews.

T he Interview P rocess
The most important person to interview candidates for the position o f
marketing director is the partner to w hom the marketing director will
report, ideally the managing partner. For reasons addressed elsewhere in this
book, including chapters 3 and 7, it is im portant that the managing partner
be a champion o f the marketing director and the marketing efforts o f the
firm. Therefore, even if the marketing director will not report directly to
the managing partner, it is critical that these individuals meet during the
interview process and begin to develop the rapport and synergy necessary
to work as a team.
It also is important to create a sense o f buy-in from the firm ’s other partners
and key marketers and for the candidates to meet w ith as many different
personalities as possible to help them understand the challenges ahead.
A hiring committee, representing a cross section o f partners at all levels
and practice areas, may be assembled to interview the top candidates. The
committee should be small enough (no more than six members) so that it
can easily reach a consensus on the selection o f the best candidate. If not,
it is all too easy for a partner to sabotage a marketing director w ho was not
his or her first choice.
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Invite candidates to your office on multiple occasions. Arrange for both
one-on-one interviews to evaluate candidates’ interpersonal skills, and small
group interviews to test candidates’ communication skills in a group setting.

Interviewing Candidates
Many CPA firm partners have not been trained in conducting interviews.
This lack o f experience is a particular problem now that you are inter
viewing marketing professionals for w hom your set o f expectations differs
from your expectations o f accounting staff. A poor interview may result not
only in your hiring an unsuitable candidate, but in driving a better prospect
away. The following tips will help you improve your interviewing ability.

Preparing for the Interview
An important interview objective is obtaining answers to specific questions.
Take the following steps beforehand.
■ To ensure that you touch upon all important areas, prepare a
list o f interview questions.
■ Just before your meeting with a candidate, take a few minutes
to refresh your m emory by reviewing his or her resume.

C onducting the Interview
Your effectiveness in conducting the interview is essential. The following list
includes im portant points to keep in mind.
■ Break the ice. Establish a friendly atmosphere w ith small talk
and questions about personal interests.
■ Tell the candidate the length o f the interview and how that
time will be spent. For example, “We have 60 minutes. I’d like
to spend the first 20 minutes discussing the job, the next 20
minutes on your background, and the remaining time on any
questions you may have.”
■ Ask open-ended questions, questions that cannot be answered
w ith one word. The candidate’s responses to such questions
will demonstrate the quickness o f the candidate’s intellect and
his or her verbal communication skills.
■ Ask all candidates the same basic questions. This will enable
you to evaluate candidates using comparable criteria.
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■ Keep an open mind. If you make an early hiring decision, you
may miss out on a more qualified candidate.
■ D o not dominate the interview. (The average interview lasts
about one hour. Professional human resource executives advise
that the interviewer should do only 10 percent o f the talking.
That gives the candidate 54 minutes to tell his or her story.)
■ Take notes.You cannot be expected to remember every
response from every candidate. Your notes will help you to
evaluate the candidates using specific, accurate information.
■ Listen carefully. Is the candidate providing consistent informa
tion? Is he or she enthusiastic? Sincere?
■ Present a truthful picture o f the firm and the job, including
the downside. This will reduce the chance o f “surprises” after
the successful candidate joins the firm.
■ R em em ber that while you are evaluating the candidate, he or
she is evaluating you as well and forming opinions regarding
the firm and the position.
■ A candidate w ho has few or no questions has not prepared
and probably is not sincerely interested in the position.
■ An individual w ho does not make eye contact w ith you lacks
good interpersonal skills and is not a good candidate.
■ D o n ’t leave the candidate hanging. Tell him or her what the
next step is and w hen you expect to make your decision.
■ M ind your manners. Treat each candidate as courteously as you
would your best client. D o n ’t just act interested, be interested.

Basic Interview Questions
The specific questions you will ask candidates for the position o f marketing
director will depend on your firm ’s marketing objectives, philosophy,
culture, and circumstances. The following general questions may help you
get started.
■ W hat challenges do you see in this position?
■ What are your short-term personal and professional goals?
■ W hat are your long-term personal and professional goals?
■ If you had to write an advertisement about yourself, what
would it say?
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■ W hy did you choose this kind o f work?
■ W hy do you think this firm should hire you?
■ W hat are two things you wish to avoid in your next job?
■ W hat would your last supervisor tell me are your two
weakest areas?
■ Describe for me the perfect supervisor w ho could help you
achieve your potential.
■ If you could change any one thing about management at your
last job, w hat would it be?
■ Describe the schedule o f a typical workday o f your last job.
■ W hich o f your accomplishments make you most proud?
■ Describe your biggest failure. W hat did you learn from it?
■ Describe one o f your successes, including the problem, your
approach, and the solution.
■ W hat are your strengths? Give examples.
■ W hat are your weaknesses? Give examples.

C ompleting

the

R ecruiting P rocess

By the time you have completed the interviewing process, you’ve no doubt
invested a lot o f time and energy in identifying your top candidates. Now,
which one do you select? The following tips may help you decide.
■ Check references. Ask each candidate for two or three references,
and call each one personally. Probe these references to confirm
the candidate’s skills and whether he or she has the right person
ality to fit into your firm ’s culture. Go beyond the references
given by the candidates and inquire o f others in the community
w ho may know him or her (for example, officers in profes
sional associations in which the candidate is a member or
editors o f publications in which his or her work has appeared).
■ R em em ber that the notion o f an ideal candidate is a myth. It is
quite likely that you will not find a candidate w ith strong skills
in every key area, and each candidate’s relative strengths and
weaknesses will have to be weighed. Utilize your skills check-
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list, evaluating the candidates based on the skills you consider
to be “required” or “desired.”
■ If you must choose between two equally qualified candidates,
select the one you feel best fits your firm ’s culture. (Often,
your choice will be based on a “gut instinct”)

Getting

the

M ost

for

Y our Investment

The recruiting and qualifying process can be lengthy, but the time and effort
you put into it will be a worthwhile investment in hiring the best candidate
for your firm. Start by developing a job description and identifying the key
traits and skills required. W rite a specific ad, hire an executive search firm,
or take advantage o f jo b placement services o f professional organizations.
Dedicate the time necessary to analyze resumes and conduct interviews.
Most important, look for the candidate w ho can illustrate his or her experi
ence using fact-based stories to arrive at a particular point.
M y career as a CPA firm marketing director began in 1985 w ith a N ew
York firm. After I was hired, I asked the managing partner why I was
selected. H e said, “At first I thought you were too quiet. Then, you asked
if I wanted to review your portfolio and I saw the fire in your eyes. Talking
about your experiences brought out your enthusiasm; then I knew you
could do the job.”
This story illustrates several key points: (1) You should not make your
decision too quickly. Reserve judgm ent until the interview process is
complete. (2) Be sure the candidate can effectively communicate prior
experiences. (3) If you feel that you will be able to develop a solid working
relationship w ith the candidate, you’re off to a very good start.
The decision to hire a marketing director is one o f the most important
strategic moves your firm will make. Following the advice given in this
chapter and the entire book will enable you to make this experience
a positive, successful one for you and your firm.
Good luck!
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In 1984, the managing partner o f a twenty-two-person southeastern
accounting firm decided the firm needed a marketing coordinator. After
much deliberation, he announced his decision and asked for help finding
the right person. According to the managing partner, the future employee
needed to be “young, pleasant, w ith a couple o f years’ experience learning
how to work w ith people. Someone w ith lots o f enthusiasm.”
In 1995, after two failed attempts w ith marketing employees, this same
managing partner decided to recruit a marketing director. The qualifications
he sought were significantly different: “Five years’ experience in marketing,
preferably w ith a service firm. Someone w ho knows computers, knows
how to write, can help w ith strategic marketing planning, can establish and
manage a budget, can do research, is a good communicator, can motivate
staff and partners.” The wish list continued, and it was a well-conceived list.
A pleasant personality and enthusiasm may have been seen as keys to success
for a marketing director in 1984, but those qualifications are footnotes to
today’s success factors. Assuming that a firm understands and is ready for
marketing, believes it can effectively utilize a marketing director, has deter
mined the appropriate role and skills, and has recruited a qualified person,
there remain a number o f success-determining factors to be addressed.
These include the following:
1. Defining the firm ’s target markets, products, and services;

identification o f service or industry niches; and quantification
o f service delivery standards
2. Giving the marketing director the internal support needed

in order to be effective— from the managing partner, the
managing group, and the back office
3. Providing adequate resources required by the marketing
director, and funding them in dollars and time
4. Job clarity— defining the duties and responsibilities o f the

marketing director; giving him or her authority to do the job
To a certain extent, these factors have been addressed in preceding chapters.
Each o f these factors merits further discussion here, however, since they are
the four legs on which success stands.

81

H ow

to

H ire

a

M arketing D irector

and

M ake It W ork

Success Factor 1: D efine Y our P roduct ,
I ndustry , and Service Q uality
If you don’t know what you are marketing, your marketing director will
never attain success. A local firm that says it specializes in “privately held
businesses” and asks its marketing director to pursue those prospects is
doomed to frustration in its marketing efforts. Those targets include almost
every business listed in the Yellow Pages. There is no homogeneous factor;
and most other accounting firms offer the same specialty, so little or no
differentiation is possible.
Thus, the first— and perhaps most important— success factor is the identifi
cation o f targets, the definition o f products and services, and quantification
o f the firm ’s service delivery standards. This may take the form o f a strategic
plan or a less formal document. As discussed in chapter 1, these are three
key components o f a firm ’s marketing plan.
Most successful accounting firms have defined their target markets to
include one or more niches, either in a service or an industry. Great riches
can be built on niches. A niche provides a target— one that can be identi
fied, researched, prospected, approached, and sold. These are the functions
o f the marketing director; and w ith a target, success can follow.
Cynthia Tonet-Stewart, the successful marketing director w ith Alpern,
Rosenthal & Company in Pittsburgh, devotes most o f her efforts to
supporting several niche groups identified by the firm. These efforts
include team meetings, research, seminars, proposals, presentations, news
letters, brochures, advertising, and much more. Each team is focused, the
marketing director is focused, and success follows. Tonet-Stewart elaborates
on the benefits:
I immensely enjoy working with our industry-specific niche
groups, and I find that the niche team format provides the best
possible training forum for CPAs to market themselves and their
skills. Participation allows the professionals to focus their network
and referral relationships, focus memberships in key trade associa
tions, and strategically and efficiently develop a prospect list.
In the thousands o f client surveys conducted by Jay Nisberg, a noted
consultant to the accounting profession, the num ber one factor cited by
businesses in selecting an accounting firm is industry knowledge. Thus, a
defined niche to which the firm is committed offers a double-edged sword
for the accounting firm marketer to wield. From the firm ’s perspective,
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prospects are more easily identified and efforts can be more tailored. From
the business ow ners perspective, clients and prospects value the firm ’s
specialized knowledge more highly. The sale is easier, and price is not the
decisive factor.
Some niches are service-oriented, such as financial and estate planning,
international taxation, and litigation services. Although this type o f specialty
crosses industry lines, prospective clients are as easily identified. The
prospects for financial and estate planning are people age forty-five to fifty
and older w ho enjoy a certain income level. Prospects for international
taxation are companies engaged in inbound or outbound international busi
ness. Litigation services are needed by litigators. Identification o f individual
prospects occurs through list acquisition, referral sources, members o f
associations, the state’s secretary o f state, directories, local business publica
tions, and so forth. The point is that w ith a specific service to market,
prospects can be identified.
W hen target industries, products, and services have been identified, there is
still one overarching requirement for the marketing director’s success: the
firm must offer world-class service. This must be a given— no questions and
no debate. W ithout well-founded belief in the service to be provided, a
marketing director’s enthusiasm wanes. W ithout highest quality service,
clients melt away, leading to the marketer’s frustration and apathy and the
firm ’s disappointment.

Success Factor 2: Internal R elationships
U nderpin Success
The second leg on which success is founded is visible, demonstrated support
within the firm. This support comes from three areas: the managing partner,
the management group, and the back office. W ithout the support o f the
managing partner, the latter two will never be achieved.

Support o f the Managing Partner
Support o f the managing partner is more than just access. It is the managing
partner w ho bestows distinctiveness upon the marketing director. A former
marketing director in a thirty-person Atlanta firm summed up the problems
inherent w hen distinctiveness is not established quickly.
Was I professional staff or support staff? Was I fish or fowl? The
CPAs with the firm said I couldn’t be professional staff because I
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did not bill hours to clients. This definition of a professional came
from one or more of the partners, so it was just a matter of time
before the CPAs began treating me as a nonentity, someone who
did not matter to their professional life. Yet, I shared an office
with a CPA rather than occupying a support staff station, so I
definitely was not viewed by the support staff as one of them.
I was not “one of” either group, and camaraderie and teamwork
never developed. Also, once the CPAs decided that I was not a
professional, my stature in the eyes o f the back office personnel
plummeted. It became a trial just to get a letter printed and out
the door, much less get any research done on the client base.
My job was doomed in the first month.
Most professional firms struggle w ith defining the status o f people hired
for nontraditional positions. Even if the status is defined on paper, it is a
further struggle to make that status visible on a day-to-day basis. Ezra Tom
Clark, a national consultant to law firms w ho is based in Tempe, Arizona,
developed action steps for bestowing distinctiveness on nontraditional
professionals. According to Clark’s list, the marketing director—

1. Enjoys a private office of at least the same size as managers in the
firm. Preferably this office is near that o f the managing partner.
2. Is assigned a secretary, usually part-tim e in the beginning and

growing to full-time as the function grows.
3. Works the same hours as partners and managers, meaning not
just nine to five.
4. Is paid like partners and managers— no overtime pay and no

compensatory time.
5. Uses computers as do the partners, for review rather than

data input.
6. Is expected to complete thirty to forty hours per year in con

tinuing professional education (CPE) in marketing and related
subjects; and the CPE cost, including travel, is paid by the firm.

7. Builds a library o f marketing-related publications from funds
specified in the firm ’s marketing budget.
8. Attends partner meetings, except for those determining

partner compensation.
If the managing partner institutes these policies on the first day, the firm
will clarify stature and give the marketing director’s chances o f success a
significant boost.
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W ith the marketing director in place and distinctiveness ensured, access to
the managing partner is the next element in gaining partner support. Access
means an open door, both literally and figuratively. The marketing director
can and does enter the managing partner’s office at any appropriate time
and discusses candidly almost any topic related to the firm. Even w hen the
managing partner is out o f town, the marketing director has the same access
to him or her as does the managing partner’s secretary and fellow partners.
Access is critical because marketing activities and decisions often are timesensitive and because day-to-day decisions about the firm by each party are
enhanced by the perspectives o f the other person.
Melinda Guillimette, Marketing D irector w ith Erickson Allen o f
Albuquerque, says the following.
Access is not just having an open door. It is a consistency of
communications so [the managing partner] understands my point
of view and respects my perspective. We talk every day, and this
is absolutely essential to my success at this firm. My managing
partner understands my outlook on things, and I understand his.
This comes with time and knowing one another and learning to
respect one another. You can’t accomplish this without almost
unrestricted access.
Access, w ith its attendant daily communications and growth o f respect for
different perspectives, leads gracefully to the third and final com ponent o f
maintaining partner support— backing up the marketing director’s decisions
and perspectives to others in the firm. A simple example illustrates this
point: A marketing director has screened proposals from public relations
agencies and selected a firm based on relevant experience, price, and
chemistry. W hen the proposed selection is announced to the partners, one
o f them insists that the work should go to his neighbor, w ho recently
started a public relations firm. Political pressure is applied by the partner.
T he managing partner, w ho wishes to ensure success for the marketing
director, will ratify the decision o f the marketing director.
O ther examples abound, and the managing partner is guided by a simple
rule o f thumb: If a decision is marketing-related, the marketing professional’s
opinions and perspectives carry the greatest weight.
This discussion assumes that the marketing director reports to the managing
partner rather than a marketing partner. M ost marketing directors prefer
the form er and, as stated in chapter 4, it is widely recognized as the most
effective reporting relationship from the perspectives o f both the firm and
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the marketing director. However, reporting to a marketing partner can
work well if the marketing partner has final authority, enjoys the unstinted
support o f the managing partner, possesses political weight w ithin the
firm, understands and appreciates marketing, and comes enthusiastically to
the position.

Support o f the Management Group
As pointed out in chapter 3, lack o f partner support for the marketing effort
is a strong indicator that a firm is not ready to hire a marketing director.
This second com ponent o f internal support is most easily accomplished
when the managing partner s support is clearly demonstrated. The political
weight o f the managing partner, coupled w ith the marketing director s
assisting and bolstering individual partners, in time will convert even
naysayers to enthusiastic supporters. The objective, however, is to prevent
any underm ining o f success that may occur before that conversion.
The management group, usually partners and managers, has the greatest
interaction w ith professional staff. They are bellwethers, and their views o f
the marketing function and the marketing professional will be echoed by all
professional and support staff. To ensure the marketing director’s success,
these professionals need to impose on themselves certain standards o f
behavior, including the following.
■ Never, either by word or body language, disparage the market
ing function or marketing professional in the presence o f staff
members. This means no lifted eyebrows, no descriptive
shrugs, no comments that reflect on stature or function.
■ If questions as to ability or function arise, discuss them in
private w ith the managing partner.
■ D o not suggest or ask that a work request from the marketing
department be put at the bottom o f the stack.
■ M eet and enforce agreed-upon deadlines for marketing
requests such as articles, signatures, and client data.
■ Invite the marketing director to accompany you to lunch. The
frequent lunch invitation can carry more weight than any
other single action. The casual interchange o f daily events leads
to mutual respect, and other professional and support staff will
take note o f this signal o f stature and respect.
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Support o f Back Office Personnel
This third support com ponent is almost guaranteed if the managing partner
and the management group have signaled their support. Back office support
is critical for success. These people provide the marketing director with
database structure and maintenance, mailings, client and practice area finan
cial analyses, a results tracking system and updates, budget status, and much
more. If these im portant people drag their feet w hen responding to market
ing requests, then productive marketing efforts grind to a halt.
The signals described above will go a long way toward cementing support
for the marketing director by back office personnel. To augment those
signals, consider the following steps.
■ Announce to all personnel prior to the marketing director’s
first day that the firm is taking this step and explain why mar
keting is important to the firm and all w ho work there.
■ State that the marketing director will place new demands on
support personnel, and thank everyone in advance for their
quick turnaround on requests.
■ Have the marketing director report at every staff meeting
on activities o f the marketing department and how data or
support provided by back office personnel have contributed
to the function.
■ Support the marketing director in his or her efforts to “sell”
marketing internally.
W ith visible, demonstrated support from all people associated with the firm,
major steps have been taken to ensure the marketing directors success.

Success Factor 3: M ake Sure the M arketing D irector
H as the N ecessary R esources to D o the J ob ; Lend
Support in D ollars and T ime
Imagine performing the job o f a CPA w ith little or no library, no mem ber
ships in professional organizations, no additional education, no professional
conferences, no peers w ith w hom to discuss technical issues, no mentors,
and no system for tracking what you have accomplished. This is the
position in which many marketing directors find themselves. The result
is predictable, and is summed up by the words o f a Boston-based services
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marketer: “I feel as though all ideas, all inspiration, all knowledge, all
creativity must come from within me. I’m good, but after a while I get
stagnant. Then, I’m not good. I need a way to get my batteries recharged.”
Resources needed by marketing directors follow the same logic as those
needed by CPAs. They fall naturally into these categories: memberships,
library, consultants, mentors, CPE, client and firm knowledge, technology,
and miscellaneous.
Please note that the descriptions of some o f the organizations in the
following list have been abbreviated because complete information is
presented in chapter 5.

Memberships
■ Association for Accounting Marketing, Inc. (AAM). AAM member
ship is $180 annually with a one-time $50 initiation fee.
■ American Marketing Association (AMA). Membership in AMA is
$100 in national dues, plus local chapter dues and special
interest group membership if desired.
■ American Management Association (AMA). This is one o f the best
sources for publications and continuing education in all aspects
o f management. Its monthly membership publication is
Management Review, and membership for an individual is $165
annually. The American M anagement Association publishes
catalogs o f publications, seminars, videos, and self-study
courses. The latter are a popular and cost-effective way o f
obtaining continuing education. The association’s address
is as follows:
American M anagement Association
1601 Broadway (at 48th Street)
N ew York, N ew York 10036
Telephone:
Facsimile:

212-586-8100
212-903-8168

■ Media and Public Relations Organizations. Professional organiza
tions located in most cities include the Press Club and the
Public Relations Society o f America (PRSA ).The offerings
o f each organization at the local level differ widely, as do
membership costs and criteria. The Press Club is normally a
good way to meet local media representatives and learn more
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about working with the media. Local chapters o f the Press
Club may or may not offer local publications. Normally, local
chapters o f PRSA will offer training in media relations. To
learn more about the availability, strength, and effectiveness o f
local chapters o f these two organizations, contact the nearest
chapter o f the American Marketing Association or make
inquiries o f regional public relations or media professionals.
■ Local Business Organizations. An accounting firm should con
sider membership for its marketing director in at least one
local business organization. The purpose o f this membership is
twofold: education about local businesses and their concerns,
and networking opportunities. A num ber o f accounting firms
expect their marketing directors to represent them in direct
contacts w ith prospects. If your firm expects this, then m em 
bership in a local business organization is mandatory.
Through membership and active participation in these various organiza
tions, a marketing director will learn about CPE opportunities, establish
an effective network, replenish the well o f ideas and creativity, and grow
professionally— all o f which benefits the firm.

Marketing Library
An effective library for a marketing director includes publications from the
organizations m entioned previously. It also includes at least several o f the
books in the recommended reading list presented in chapter 5. Particularly
recommended are Managing the Professional Service Firm and The Marketing
Advantage: How to Get and Keep the Clients You Want.
In addition, the marketing director’s library will contain a num ber o f very
specific publications. These include, but are not limited to the following:
■ An excellent dictionary
■A thesaurus
■ The Chicago Manual of Style, the premier authority on editing
and publishing, and the standard reference for authors, editors,
copywriters, and proofreaders since 1906; published by the
University o f Chicago Press and available in bookstores.
■ Dictionary of Economics and Business. A popular reference work
by Erwin Esser Nemmers, published by Littlefield, Adams &
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Company, and available in paperback in bookstores; first
published in 1959 and updated frequently
■ Two accounting profession newsletters significant to the mar
keting director:
— CPA Marketing Report, published twelve times a year by
Strafford Publications, Inc., 590 D utch Valley R oad NE,
P.O. Drawer 13729, Atlanta, Georgia 30324. Annual sub
scription rate o f $247
— Bowman's Accounting Report, published monthly by Hudson
Sawyer, 950 East Paces Ferry R oad-Suite 2425, Atlanta,
Georgia 30326, annual subscription rate o f $215
■ Two communications newsletters filled w ith tips and ideas on
effective communication techniques, both internal and external:
— Communications Briefings, an excellent source for the marketing
director, offering much to use in educating staff on effective
communication, as well as simple prom otion and marketing
ideas (W rite to Communications Briefings, 700 Black Horse
Pike, Suite 110, Blackwood, N ew Jersey 08012; the annual
subscription price is $79 for the monthly newsletter.)
— The Working Communicator, published monthly; similar to
Communications Briefings; includes ideas, trends, and tech
niques for the working communicator (W rite to The
Working Communicator, Lawrence Ragan Communications,
Inc., 212 W. Superior Street-Suite 200, Chicago, Illinois
60610; the introductory subscription rate is $97.)
■ Accounting and niche publications already received by most
firms, including Journal of Accountancy and the state society
publications
■ N ew marketing and sales books relevant to the accounting
profession (It is likely that many o f these already are in your
firm ’s library. As new books appear, your marketing director
can order copies for evaluation purposes to determine w hether
they should be perm anent parts o f your marketing library.)

Consultants
Consultants available to a marketing director are the same ones that are
available to the accounting firm: designers, writers, advertising professionals,
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public relations specialists, sales professionals, telemarketers, direct mail
producers, market researchers, and others as needed.
The availability o f consultants to the marketing director is important if
an accounting firm is to have an active marketing program. Each o f the
disciplines m entioned above is a professional specialty w ithin marketing, and
it is impossible to find a single marketing professional w ho possesses depth
in all the necessary skills. A well-rounded marketing director will be able to
understand and coordinate the various disciplines, will know if it is appro
priate to retain outside help, and will be able to judge the quality o f the
work or service. The accounting firm must be willing to retain outside
specialists as needed, rather than expecting one person to bring all necessary
talents to the table.
Assuming that the marketing director possesses adequate skills, he or she
should be responsible for screening, selecting, and supervising these con
sultants. Just as chemistry and trust are im portant between CPAs and their
clients, these factors are necessary to a successful working relationship
between the marketing director and marketing consultants. To ensure that
success, an accounting firm will encourage the marketing director to be
active in consultant selection and supervision. If consultants already are
available, candidly alert them that the person they need to satisfy is the
marketing director and that all marketing consultant relationships will
be subject to review in six months. At the appointed review time, the
marketing directors opinion should carry considerable weight.

Mentors
M entors function somewhat like consultants, though they are unpaid and
their relationship w ith the marketing director is unpaid. As pointed out in
chapter 8, a marketing director’s unfamiliarity with accounting services and
terminology can be a major stumbling block to the marketing director’s
success. If the marketing director is new to the accounting profession, a
m entor in accounting and accounting firms is mandatory.
As Alpern R osenthal’s Cynthia Stewart says, “Empathy w ith the accountants
is vital. [The marketing director] needs to understand management and
technical issues faced by the CPAs.”
In addition to understanding the personality traits o f CPAs, the marketing
director needs to know as much as possible about the services and products
he or she is marketing. Stewart adds, “W hen I first started, I struggled for
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months trying to define the audit in marketing terms— something that
would make a prospect desire an audit and be willing to pay good fees for
one. Finally I realized that an audit per se is not necessarily something that
you can make a client or prospect want.”
Some marketing directors, depending upon their past experience, also will
benefit from mentors in general business and finance. Issues such as inven
tory control methods, capitalization, financial ratios, international taxation,
qualified retirement programs, valuations, reengineering o f accounting
departments, and many others may need clarification and explanation.
A business and finance m entor will help the marketer to better understand
the concerns o f clients and prospects, thus perm itting more on-point
marketing. In addition, an informed marketing director can better develop
new ideas for services or products needed by clients.
Many marketing directors will recognize their need for mentors and secure
these valued coaches through personal contacts. However, the managing
partner can play a significant role. First, the managing partner should be
aware that mentors may be needed and should be patient w ith the learning
process. Second, the managing partner might fulfill the role o f m entor for
both accounting and business. The access discussed earlier is the perfect
opportunity for mentoring. However, if the managing partner does not have
sufficient time or feels that another person would be more appropriate,
then he or she might help in identifying other candidates. Appropriate
alternatives might be found on the firm ’s advisory board, among the
consultant group, or even w ithin the client base. Satisfied and supportive
clients are often pleased to be asked to assist the firm. An excellent m entor
for a marketing director is a retired partner, and the managing partner can
arrange this connection.

Continuing Professional Education
Continuing education is as important to marketing directors as to CPAs
and other professionals. The accounting firm that is serious about marketing
will invest in its marketing director to the same extent that it invests in its
accounting professionals.
The role o f the accounting firm in terms o f the marketing director’s CPE
includes requiring a specified num ber o f hours each year, paying travel and
other costs, and perm itting the marketing director to determine which CPE
courses would be most appropriate in any given year.
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Intelligence About the Firm and Its Clients
This resource arms a marketing director for success. A marketer w ith a m idwestern firm reports that his greatest challenge and greatest accomplishment
in the first two years with his firm was defining and accumulating data on
clients and the firm.
Basic client data to be tracked include industry, location, financial history,
services provided, contacts, history w ith the firm, source o f client, and fees.
As the importance o f relationship marketing increases in recognition and
focus, data are also needed on the interrelationships among clients, referral
sources, vendors, consultants, and even family members. The purpose o f data
is to systematically identify client needs and match those needs w ith the
firm ’s internal strengths. From this, you can develop services to link client
needs and firm skills and resources, as well as develop integrated prom otion
o f services. Client data can also help you develop new services and products
needed by clients.
The accumulation and extraction o f data is an ongoing process. Database
software usually is required, though some practice management software
programs offer marketing database modules, thus preventing duplicate
data entry.

Technology
Technology as a resource needed by a successful marketing director includes
the systems for data accumulation and extraction discussed above. O ther
software and hardware needs include graphics software for presentations
and graphical depictions o f data for client reports and proposals; desktop
publishing software; contact management and, perhaps, sales management
software; laser printers w ith at least two megabytes o f random access m em 
ory (RAM); color printers; and scanners. Equipment for video and audio
presentation o f data may occasionally be needed.

Miscellaneous Resources
O ther resources o f importance to the success o f a marketing director
include adequate salary and a corporate charge card. Compensation is
discussed in chapter 4 and will not be addressed in detail here, but adequate
salary is a significant factor in the success o f a marketing director.
The managing partner o f a southwestern firm has an ironclad rule: “We
always pick up the check.” If this is your firm ’s rule, and if you expect your
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marketing director to interact w ith people other than partners and staff,
then provide a corporate charge card. The old maxim that “all a salesperson
needs to succeed is an American Express card” may no longer apply, but the
availability o f ready credit capacity does create opportunities.

Success Factor 4: J ob C larity

and

A uthority

Certainly job clarity and authority are factors in the success o f a marketing
director, and they are the fourth leg o f success. Job clarity defines the scope
o f duties and responsibilities for the marketing director and thus permits his
or her effectiveness. Authority is the agent that empowers the marketing
director to do his or her job.
The job description (discussed in chapter 4) along w ith the marketing plan
(discussed in chapter 1) should resolve many o f the issues. However, it is
natural that questions o f authority will arise as situations develop and as
trust in the marketing director’s judgm ent grows. The marketing director’s
authority, which can be bestowed initially or added over time, should
include the following:
■ Serving as a spokesperson for the firm w ith the media
■ H iring and selecting consultants (as discussed earlier)
■ Evaluating staff on participation in marketing efforts as part
o f their annual performance evaluations
■ Evaluating partners on their marketing strengths and efforts
■ Budget planning and control
■ Approving invoices
■ Initiating and maintaining direct client and prospect contact
■ Participating in presentations
■ Making speeches to outside groups
■ Supervising the receptionist and other client contact
support staff
Inherent in the success o f any marketing director is the authority to say
“no.” As one marketing director says, “I was too nice in the beginning. I
bought into their ideas too readily and did not establish parameters.” As a
result, the marketing director’s efforts were diffused, and more promising
plans did not receive the resources o f time and dollars they warranted.

94

A fter Y ou H ire : W hat the M arketing D irector N eeds

to

Succeed

Most questions concerning the empowerment and authority o f the market
ing director will be resolved by the passage o f time, the support o f the
managing partner, and the professional growth o f the marketing director.
However, the right to say “n o ” is an authority that should be bestowed early
and countermanded as infrequently as possible by the managing partner.

Success I s A chieved O ne D ay

at a

T ime

Certainly not all o f the factors a marketing director needs to succeed exist
on the first day o f employment. Some may not be in place even a full year
after employment. As in most things, success is a process, not an event.
Success must be nurtured.
It is suggested that the managing partner and the marketing director review
this chapter together on a bimonthly basis. Are all parties clear on what
is being marketed and to whom? D o revisions need to be made to the
marketing plan? Is internal support sufficient, and is it continuing to grow?
Have the number o f available resources expanded? Are others needed?
Is the job clear, and is empowerment at the proper level?
A bimonthly assessment o f progress in attaining what the marketing
director needs to succeed precludes frustration, mixed signals, time delays,
wasted energy, and disappointment. The assessment reinforces the support
the marketing director enjoys and the com m itm ent o f the firm to
marketing and its success, while strengthening the four factors on which
success depends.
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Armed with enthusiasm and experience, your new marketing director
begins building the firm ’s marketing program. But his or her enthusiasm
and experience will go only so far. It is important to build a strong founda
tion for the marketing director’s success. This includes eliminating the
obstacles that might impede the challenges and rewards o f the position.
Many o f the circumstances that would jeopardize the success o f a firm ’s new
marketing director have been touched on in previous chapters. The purpose
o f this chapter includes the following:

1. View these matters from the perspective o f the firm that
already has determined that it is ready for a marketing director
and has successfully completed the hiring process.
2. Recognize that, despite the firm ’s best efforts to pave the

way for the new marketing director, there are likely to be
stumbling blocks that will be encountered.
3. Discuss how these stumbling blocks may be recognized and
removed or converted to building blocks for the marketing
director’s and the firm ’s future success.
Note: A s discussed in earlier chapters, the marketing director may report to the firm ’s managing
partner, to a marketing partner, or to a marketing committee. A s discussed in chapters 3, 4, and 7,
however, the ideal situation is for the marketer to report to a managing partner. This chapter makes
the assumption that this is the case.

T he T en S tumbling B locks
The ten potential stumbling blocks you and your new marketing director
may encounter are the following:
1. A poor fit between the firm and the marketing director
2. The marketing director’s different mindset

3. The marketing director’s misunderstanding o f accounting
practice and terminology

4. An unclear job description
5. Unrealistic expectations
6. Partners’ lack o f support for the marketing effort

7. Marketing director’s lack o f authority and support
8. Partners’ lack o f recognition of, and respect for, the

marketing director
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9. The isolation o f the marketing director
10. The marketing director’s lack o f a career path

S tumbling B lock N o. 1: A P oor F it
Despite a firm ’s best efforts to hire an individual w ith the right skills,
knowledge, and experience, the firm may discover that the fit is not quite
right in certain respects. This is not unusual, since getting the right fit
depends upon each firm ’s unique mix o f characteristics. M y experiences
as a marketing professional w ith two different accounting firms illustrate
this point.
My first position was with Godick & Company, a small regional firm in
Philadelphia, Pennsylvania. The firm ’s managing director, Neil Godick, knew
exactly what strategies he wanted the marketing director to develop. W hat
he needed was a highly experienced marketing professional to develop and
implement the marketing strategies he envisioned. To be successful in this
position, I needed to be adaptable and prepared to learn. M y former
marketing experience and understanding o f general marketing principles
were important, but direct experience in an accounting firm was not.
My present position is w ith Simon, Master & Sidlow, P.A., a local firm in
W ilmington, Delaware. Howard H. Simon, the firm ’s managing director,
is a more hands-off supervisor w ho does not want to be a teacher. My
position requires strong experience in the marketing o f accounting firms,
an understanding o f the practice o f accounting, and the ability to indepen
dently develop and implement projects. Fortunately, I came to each job
w ith the right level o f experience and knowledge. Nevertheless, it is clear
to me in retrospect that a wrong fit would have resulted if I had either
gone to Simon, Master & Sidlow earlier in my career or to Godick &
Company later.
A number o f undesirable outcomes may result from a wrong fit. For
instance, it may become apparent that a marketing director’s strengths and
weaknesses are out o f sync w ith the firm ’s marketing priorities. The
development o f marketing collateral pieces (for example, brochures) may
flounder if the marketing director lacks strong graphic design skills.
Press releases may not be developed and issued in a timely fashion if the
marketing director lacks public relations experience. Also, accounting staff
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may not be motivated to accomplish personal marketing objectives if the
marketing director does not have strong leadership skills.
A wrong fit also may be to blame if the marketing director seems not to
understand the firm ’s philosophy, practice, or direction. The problem may
be manifested by the marketing director targeting the wrong markets or
promoting inappropriate services, or the partners’ feeling that they are
repeatedly misunderstood by the marketing director. Such incidents may
be expected with a brand-new marketing director, o f course. But the situa
tion can become a major stumbling block if the marketing director’s
understanding does not markedly improve over a reasonable period o f time.
It is im portant to recognize if the fit is off— no matter what the underlying
reason— and take steps to correct it. For instance, the marketing director
can be encouraged to obtain or strengthen necessary skills and knowledge
by taking courses, attending seminars, and doing independent reading on
relevant topics. Firm members can take extra time w ith the new marketing
director, helping to orient him or her to the firm ’s philosophy and opera
tions. Still, it must also be kept in m ind that nobody can be an expert
at everything. Prioritize the firm ’s requirements and be open to the possi
bility o f outsourcing certain tasks, such as graphic design projects, to
outside professionals.

Recognize Stumbling Block No. 1
The following may be signals that there is a poor fit between the firm and
the marketing director.
■ The marketing director does not appear adaptable or open
to learning.
■ The marketing director targets the wrong markets for the firm
and promotes inappropriate services.
■ The marketing director’s skills and knowledge seem to be
weak in priority areas.
■ Important projects are not being accomplished.
■ The marketing director doesn’t seem to understand the firm ’s
philosophy, client base, industry niches, and future goals.
■ The partners are frequently frustrated w ith the marketing
director and his or her efforts.
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Remove Stumbling Block No. 1
The following are steps that can be taken to improve the fit between the
firm and the marketing director.
■ Give the marketing director time to fit in— six months is a fair
time period.
■ Provide the marketing director w ith relevant information
about the firm (for example, history, services, industries served,
clients, philosophy, revenue levels, and sources).
■ Encourage the marketing director to meet individually with
each partner, particularly partners in charge o f practice areas,
to learn about the firm ’s practice.
■ Encourage the marketing director to enroll in courses and
seminars designed to improve his or her skills and knowledge
in important areas.
■I
I Consider w hether you are expecting the marketing director
to be a jack-of-all-marketing-trades. Outsource projects as
appropriate.
■ ■ ■
Stumbling

B lock N o. 2: A D ifferent M indset

This should be considered a building block rather than a stumbling block.
O f course the marketing director has a different mindset— that’s why he or
she was hired! The different personality traits o f accounting and marketing
professionals serve their respective positions; however, w ithout mutual
understanding, conflicts will arise.
A marketing director typically is more people-oriented, more creative, and
more expressive than an accountant. Like an accountant, he or she is detailoriented, but w ith a focus on the implementation o f marketing programs,
which calls for creativity and expressiveness. As a result, the marketing direc
tor may be viewed as flamboyant or frivolous by his or her more restrained
coworkers. Marketing professionals typically have a strong sales orientation
as well, which makes many accountants uncomfortable and resistant.
The marketing director’s and the accountant’s different perspectives stem in
large part from differences in their education and experience. A marketing
director may have a marketing or communications degree, experience
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in sales and promotion, and strengths in w riting or graphic design. An
accountant’s degree is in accounting or business, and his or her strengths
are technical.
O f course, an accountant may have a sales orientation; a num ber even have
marketing experience. Similarly, a marketing director may have a business
degree or MBA. If this is the case, it helps to bridge the gap. Each has a
better understanding o f the other’s role if each has had exposure to both
fields. Often, the accountant w ith a marketing orientation serves as the
marketing director’s emissary or champion, forwarding the cause o f market
ing throughout the firm and helping others to understand the marketing
director’s approach and manner.
The key to promoting understanding between the marketing director
and firm members is to foster frequent contact and communication. It is
particularly effective for the marketing director and accounting professionals
to work on projects together, so that each gains an understanding o f and an
appreciation for their differences.

Recognize Stumbling Block No. 2
The following may be attributable to the marketing director’s different
mindset.
■ The marketing director feels misunderstood or misjudged.
■ Firm members feel misunderstood or misjudged.
■ The marketing director appears insensitive to accountants’ time
constraints and pressures, particularly during the busy season.
■ Frequent conflicts arise between firm members and the
marketing director.
■ Firm members appear to avoid or fear the marketing director,
or vice versa.

Remove Stumbling Block No. 2
The following are steps that can be taken to improve understanding
between accountants and the marketing director.
■ Recognize differences and appreciate their positive aspects.
■ Recognize similarities as well, and consider how they might
help bridge the gap.
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■ Foster routine contact between the marketing director and
accounting professionals.
■ Encourage the marketing director and firm members to work
on join t projects (both marketing projects and client projects).
■ Publicize the positive results o f marketing efforts to promote
an understanding that marketing is serious business.

Stumbling B lock N o . 3: Lack
A bout A ccounting

of

K nowledge

Unless the marketing director has an accounting or financial background,
he or she may not understand the terminology o f the accounting profession
or the practice o f accounting. For instance, the new marketing director
may not know the differences between an audit, a review, and a compila
tion, what the acronyms GAAP, FASB, and AICPA stand for, or what is
meant by “peer review.” H e or she may be unfamiliar w ith management
consulting services and may not understand the difference between billable
and realizable hours.
It is im portant that the marketing director quickly close this knowledge gap.
H e or she needs to know the practice and jargon o f accounting in order to
promote the firm and communicate technical messages in layman’s terms.
If your new marketing director lacks a business background, encourage him
or her to take a few courses in accounting and management. You may want
to provide the marketer w ith relevant reading materials as well.
In my first position w ith an accounting firm, I interviewed the partners
to learn about their practice areas and client responsibilities. I also made it
a practice to attend departmental and firm technical meetings. It wasn’t
long before I had a good grasp o f what was being said at these meetings.
Encouraging your new marketing director to take these steps will lay the
foundation in the understanding o f what may be a brand-new language.
O f course, the longer an individual is in the accounting environment, inter
acting w ith partners and staff on a daily basis, the more the language will
become ingrained. Be patient, and remember that removing this stumbling
block will take time and effort on everyone’s part.
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Recognize Stumbling Block No. 3
The following may indicate that the marketing director is unfamiliar with
accounting practice and terminology.
■ The marketing director misuses specific words or phrases.
■ The marketing director frequently questions the meaning o f
terms or does not seem to understand what people are talking
about at staff and management meetings.
■ W ritten materials produced by the marketing director reflect a
misunderstanding o f concepts and terms.

Remove Stumbling Block No. 3
The following steps may help acquaint the marketing director with
accounting practice and terminology.
■ Encourage the marketing director to ask questions.
■ Promote the marketing director’s routine interaction w ith
partners and accounting staff.
■ Encourage the marketing director to attend firm and depart
mental technical meetings.
■ Identify courses and seminars that will be useful to the
marketing director.
■ Encourage the marketing director to read accounting
journals and publications, such as Journal of Accountancy and
The Practical Accountant.

S tumbling B lock N o. 4: A n U nclear J ob D escription
As emphasized in chapter 4, a job description for the marketing director is
a paramount need. Ideally, the development o f a jo b description has been
accomplished even before a firm enters the recruiting process. Even w hen
a job description exists, however, a firm may discover that it is not specific
enough, that it does not clearly state objectives, or that it has not been
properly communicated to firm members.
In such cases, problems may be expected. You may find that the marketing
director is spending time on tasks not included in the job description. It
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may be that he or she misunderstands position responsibilities or is being
asked to do things out o f line w ith the jo b description. As a result, little
progress may be made toward desired objectives.
Effective communication is the key here. The jo b description should be
discussed w ith the marketing director early on. If it is not clear, it should
be revised for clarity. If it is overly broad, it should be expanded to include
specific responsibilities and tasks. Finally, it should be clearly communicated
to all firm members.

Recognize Stumbling Block No. 4
The following may indicate that the marketing director’s job description
is unclear.
■ The marketing director overreaches the jo b description.
■ The marketing director questions responsibilities and tasks
delegated to him or her.
■8The marketing director is asked by partners to perform tasks
outside o f the jo b description.
■ The marketing director does not fulfill assigned responsibilities
and achieve desired objectives.
■ The partners appear to be unclear about the marketing
director’s role.

Remove Stumbling Block No. 4
The following steps may help clarify the marketing director’s
job description.
■ Discuss the job description w ith the marketing director.
■ If appropriate, revise the job description for clarity and
specificity.

■ Put the jo b description on the agenda for a partners’ meeting

to which the marketing director is invited.
■ Distribute copies o f the job description to all partners.
■ Explain the marketing director’s responsibilities to staff at
a firm meeting.
■ Check in w ith the marketing director periodically to make
sure that he or she is on track.
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S tumbling B lock N o . 5: U nrealistic E xpectations
W hen I interviewed for my current position, I told the partners up front,
“I’m not a miracle worker. I will provide you w ith the tools to get new
business, but you have to help me. And this process will take time.”
W hat I meant by that statement is that marketing is a long-term investment
that involves not only the marketing director, but the partners and profes
sional staff as well. The marketing director will not relieve the professional
staff o f their marketing responsibilities, but will help them to perform those
responsibilities and encourage them to do more. In addition, immediate
measurable results cannot be expected from most marketing initiatives and
projects. In most cases, new business comes to the firm as a combined result
o f a num ber o f initiatives, and the overall impact o f a marketing project or
program can only be measured over the long term.
O ne o f the most com m on unrealistic expectations is the assumption that a
specific marketing initiative— a newsletter, a brochure, or a seminar— will in
and o f itself bring in a certain num ber o f new clients. A nother unrealistic
expectation is that the marketing director can train an accountant in a short
period o f time to be knowledgeable and comfortable using the marketing
tools available at the firm. The result o f such unrealistic expectations is
frustration on the part both o f firm members and the marketing director.
Today, a wide range o f publications are available to help accounting practi
tioners understand the marketing process and what may realistically be
expected o f the firm ’s marketing director. Please refer to chapters 5 and 7
for information regarding books and newsletters focusing on professional
services marketing.
The firm ’s expectations should be discussed w ith the marketing director and
documented in the form o f w ritten goals and objectives. O nce documented,
appropriate measures to evaluate the marketing director’s performance in
achieving these goals and objectives, and to help him or her keep on track,
should be established.

Recognize Stumbling Block No. 5
The following may indicate that partners have unrealistic expectations o f
the marketing director.
■ Partners are frustrated or disappointed w ith the results o f the
marketing program.
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■Partners expect marketing projects and initiatives to have a
direct and immediate impact on the bottom line.
■ Partners want to link marketing initiatives and projects to
specific new clients brought in.
■ Partners ask the marketing director to “justify” the investment
in a marketing project (for example, newsletter, brochure) by
identifying specific results.
■ Firm members misuse marketing tools and then wonder why
they do not work.

Remove Stumbling Block No. 5
The following steps may correct unrealistic expectations about the market
ing director.
■ D on’t expect miracles!
■ D ocum ent expectations in the form o f w ritten goals and
objectives.
■ Ensure that the partners are in agreement regarding these goals
and objectives.
■ Communicate goals and objectives to the marketing director.
■ Implement effective performance evaluation measures.
■ R ead and circulate relevant articles and publications to promote
a better understanding o f achievable goals and objectives.

Stumbling B lock N o . 6: Lack
F rom Partners

of

Support

As discussed in chapters 1, 3, and 7, partners’ support for the marketing
effort is one of the most im portant factors underlying the marketing
director’s success. Conversely, its absence is probably the largest
stumbling block.
To many firms, the position o f marketing director is a new concept. Many
partners do not understand the role o f marketing and its value. To overcome
this, the managing partner and the marketing director must work together
to educate the partners and the staff about marketing’s place in today’s
accounting firm.
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As Howard H. Simon, Managing Partner o f Simon, Master & Sidlow states,
“The marketing director and the partner in charge o f marketing must point
out the successes o f the marketing efforts. People have to understand that
marketing creates name recognition and awareness, which in turn leads
to opportunity.”
Education should be a major part o f the marketing director’s job. Firm
members should be informed periodically about the status o f the firm ’s
marketing programs. They also should be given an understanding o f the role
they play in helping the firm maximize the value o f its marketing invest
ment. These objectives can be achieved through staff meeting discussions
and through such communications vehicles as memos and E-mail.
The managing partner w ho is candid w ith the new marketing director,
letting him or her know which partners may resist the marketing effort,
does the marketing director a good service. W ith this information, the
marketing director can learn the resistant partners’ “hot buttons” and
perhaps give them individualized attention. In my position, I work as much
as possible w ith partners on an individual basis— ghostwriting articles for
them, giving their names to the press for interviews, obtaining leads, or
helping them to w rite engagement letters. M y objective is to illustrate how
I can support and assist them w ith their individual marketing objectives. In
doing so, I am able to gain their support for many other marketing efforts.
Understand that it may take a year or two for the majority o f the firm to
understand the role o f marketing and its value to the firm. It takes time
to demonstrate and measure the success o f marketing programs. In the
meantime, help the marketing director to understand that partner resistance
is not a direct reflection on his or her abilities.
Simon explains, “Some partners (not our firm) will never be convinced that
marketing is o f value, so the goal is to obtain a consensus. This may not be
perfect, but it is as close to perfection as possible.”

Recognize Stumbling Block No. 6
The following may indicate lack o f support from partners for the
marketing director.
■ Partners and staff members express negative attitudes toward
marketing programs and projects.
■ Partners downplay marketing’s impact in obtaining clients.
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■The marketing director expresses frustration with partners’ and
staff members’ resistance.
■ Partners and staff members consistently give low priority to
marketing responsibilities.
■ Partners are unwilling to allocate sufficient funds to
marketing programs.
■ Firm members question why the marketing director was hired.
■ Firm members do not take pride in the firm ’s marketing efforts.
■ The marketing director’s effort and accomplishments are
infrequently or never acknowledged.

Remove Stumbling Block No. 6
The following steps can help cultivate support from partners for the
marketing director.
■ Plan and implement an ongoing communication program to
educate partners and staff regarding the marketing process and
its value.
■ Distribute copies o f articles and publications discussing the
value o f marketing to an accounting firm.
■ Routinely disseminate information regarding new and ongoing
marketing programs, marketing success stories and new clients.
■ Put marketing on the agenda at all partner and firm meetings.
■ Inform the marketing director o f partners w ho are likely to
be resistant.
■ Encourage the marketing director to work w ith resistant
partners individually.
■ Publicly recognize the efforts and progress made by the
marketing director.
■ Keep the lines o f communication open. Encourage the
marketing director to talk about resistance encountered.
■ Have patience and let the results o f the marketing program
speak for themselves over time.
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A uthority

Chapter 7 presents the marketing director’s authority and access to adminis
trative support as primary factors underpinning the marketing director’s
success. As discussed in that chapter, the marketing director must have the
authority to make day-to-day decisions (including the authority to make
purchasing decisions in line w ith the marketing budget) and the administra
tive support to accomplish his or her objectives. In other words, the
marketer, needs to be able to marshall the financial and human resources
to get the jo b done.
For example, the marketing director w ho is asked to produce a firm
brochure, but w ho is not given any budgetary parameters, must seek partner
approval on all expense-related decisions— graphic design and layout, colors,
paper, printing. The result: project delay. Similarly, the marketing director
w ho is responsible for developing and producing the firm newsletter, but is
not given the authority to w rite articles or seek w riting sources, graphic
artists, or printers, will find it hard to get the job done.
If the marketing director’s role is new to the accounting firm, the firm may
be wary o f giving the position too much authority. The partners may not
fully trust the capabilities o f the marketing director and, in order to protect
what they believe to be the firm ’s best interests, may limit the marketing
director’s authority. But what the firm really does in withholding authority
from the marketing director is analogous to clipping a bird’s wings so that
it cannot fly.
If the firm makes the decision to hire a marketing director, it also must
make the decision to empower him or her to do the job. Trusting the ability
o f the marketing director is critical to his or her success. If necessary, a brief
phase-in period, during which the marketing director’s decisions are closely
monitored, may help to build the confidence level.
Along these same lines, adequate administrative support must be available
to the marketing director. Rem em ber, the marketing director was hired
to develop, plan, and implement marketing programs. If the marketing
director is bogged down with administrative tasks, he or she cannot
perform effectively.
If an office is short-staffed and on a tight financial budget, there are alterna
tives to hiring administrative staff specifically to assist the marketing director:
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■ Many local colleges place students as interns in area businesses.
Frequently, interns are not paid wages, but earn college credits
instead.
■ D uring slow periods, accounting staff may assist the marketing
director. In doing so, not only are they kept busy, but also they
have the opportunity to learn more about the marketing process.
■ Many one-time projects can be outsourced to graphic designers,
business writers, and other consultants. Experienced freelancers
are available for very reasonable fees.
In terms o f technological help, the marketing director needs his or her own
com puter for writing, graphic design, and database management. If this is
not financially possible, sharing a computer w ith another staff member may
be an alternative.

Recognize Stumbling Block No. 7
The following may indicate that the marketing director has not been given
adequate authority and administrative support.
■l Marketing projects are delayed or never completed.
■The marketing director seems frustrated in accomplishing tasks
and projects.
■ The marketing director expresses hostility, anger, or apathy
about his or her responsibilities.
■ Partners “second-guess” the marketing director’s decisions.
■ The marketing director spends too much time getting partner
consensus on courses o f action.
■ The marketing director is bogged down w ith clerical tasks,
seems to have too much to do, or asks for additional support.
■ The marketing director seems disorganized.

Remove Stumbling Block No. 7
The following steps can ensure that the marketing director is adequately
supported.
■ R em em ber that the marketing director must be empowered to
get the job done.
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■ Ask the marketing director w hether he or she feels that
position responsibilities are out o f line w ith the level o f
authority afforded.
■ Ask the marketing director what his or her needs are in terms
o f administrative support.
■ Grant the marketing director authority to make day-to-day
decisions in line with the marketing plan and purchasing
decisions in line w ith the marketing budget.
■ Consider a phase-in period, during which the marketing
directors decisions are monitored.
■ Assign necessary administrative support to the marketing
director. If a secretary or assistant is not within the firm ’s
financial capabilities, consider alternatives.
■Keep the lines o f communication open. R em em ber that the
marketing director’s needs will change w ith increased or
fluctuating responsibilities and workload.

S tumbling B lock
and R espect

N o . 8: Lack

of

R ecognition

R ecognition o f the marketing director’s professional status is im portant in
two respects. First, the marketing director, like any other professional, needs
to feel respected and valued in order to be effectively motivated. Second,
recognizing and affirming the marketing director’s status and position
w ithin the firm is an important part o f garnering partner and staff support
and enthusiasm for marketing programs.
The value o f the marketing director’s role is communicated in subtle ways.
H iring a highly educated and experienced marketing director and putting
him or her in the smallest office available in the firm does not send a
positive message. And excluding the marketing director from management
and partner meetings translates into distrust and lack o f respect for the
marketing director’s input.
A marketing director has certain needs to do his or her job effectively.
H e or she needs to be aware of major managerial decisions having an
impact on the firm. The marketing director needs an adequate space in
which to work and one that is equal in size to an accounting manager’s
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or partner’s office. A managing partner may announce to the staff,
“Marketing here is paramount. We all support the marketing director’s
efforts and expect you to take part in some aspect o f marketing.” That
statement sounds good. But if the managing partner does not actively
support and affirm the marketing director, the statement is merely lip
service and is so perceived by all w ho hear it.
The 1993 Association for Accounting Marketing survey revealed that the
happiness o f the marketing director is in direct correlation to the respect he
or she receives at work. Happiness was highest (46 percent) among those
w ho felt they were very respected in their jobs. And don’t forget: a happy
marketing director is most likely to be a productive marketing director.

Recognize Stumbling Block No. 8
The following may indicate that partners fail to recognize and respect the
marketing professional’s status.
■ The marketing director is not accorded amenities that are
available to others on the same managerial level.
■ The marketing director is excluded from partner and manage
m ent meetings.
■ Partners do not communicate w ith the marketing director
directly, but through intermediaries.
■ The marketing director’s office is too small an d /o r in an
undesirable location.
■The marketing director feels like the low person on the
totem pole.

Remove Stumbling Block No. 8
The following steps can help ensure that the status o f the marketing profes
sional is given appropriate recognition and respect.
■ Identify the subtle cues the firm may be communicating
regarding the marketing director’s status and position.
■ Make sure that the marketing director is accorded appropriate
amenities, including suitable office space.
■ Include the marketing director in partner and management
meetings.
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■ Publicly recognize the marketing director’s contributions
and efforts.

Stumbling B lock N o. 9: I solation
It is not unusual for an accounting firm marketing director to feel isolated.
In non-Big Six firms, the marketing director often is the only marketing
professional in the firm. In addition, the marketing director frequently is the
firm ’s only non-CPA in a managerial position.
W hile accounting professionals frequently work together on engagements,
the marketing director most often performs his or her job alone. Finally, the
marketing director is usually the only one in the firm w ith a marketing or
communications degree, and his or her skills are much different from those
o f the accountant.
Because the marketing director’s role is solitary, at times it also can be
lonely. Accounting and administrative staff members cannot really under
stand the marketing director’s distress over a brochure’s delay or the
frustration o f motivating staff to do marketing. The marketing director
frequently finds himself or herself w ith no one to talk to about the jo b ’s
inherent concerns and worries.
To alleviate the marketing director’s sense o f isolation, first be aware o f it.
Then adopt an inclusive attitude. As suggested earlier, promote contact and
understanding between the marketing director and accounting staff.
Encourage joint projects, and include the marketing director in meetings,
lunches, and outings.
Also encourage the marketing director’s involvement in associations o f
professional services marketers. (A list o f these associations is presented in
chapter 7.) The marketing director’s involvement in such organizations
will provide educational and networking opportunities, while putting him
or her in touch with other individuals w ho understand the ups and downs
of the position.

Recognize Stumbling Block No. 9
The following may indicate that the marketing director is isolated in his or
her role.
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■ The marketing director feels that nobody understands his or
her concerns.
■ The marketing director is viewed as a loner, not as a part o f
the team.
■ The marketing director has too little interaction w ith staff and
is not included in lunch gatherings.
■ If queried, partners and accounting staff members do not
understand the content o f the marketing director's job.

Remove Stumbling Block No. 9
The following steps can prevent or correct the isolation o f the marketing
director in his or her role.
■ Be aware o f the potential problem.
■ Include the marketing director in partner and staff meetings.
■ Include the marketing director in lunch gatherings and
other outings.
■ Involve staff members in marketing projects and the marketing
director in client engagements.
■ Encourage the marketing director to jo in associations for
accounting firm marketing professionals.

Stumbling B lock N o. 10: Lack

of a

C areer Path

Every professional needs career goals in order to maintain motivation and
enthusiasm. If the marketing director does not have a career path w ithin the
firm, he or she eventually will lose interest and look beyond the firm for
growth and challenges.
Since a clear career path for the marketing director often does not exist
in an accounting firm, one should be created. The path that a firm creates
for its marketing director depends on its size and other factors. Generally
speaking, the larger the firm, the more opportunity for advancement,
including the possibility o f partnership. In a smaller firm, which may not
be able to support a marketing director in an equity position, other growth
alternatives should be explored.
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To grow, the marketing director needs to be constantly challenged. This can
be accomplished by encouraging and supporting the marketing director s
continuing education, expanding the marketing director's responsibilities
over time, and giving him or her commensurate increases in authority
and compensation.
A change in title also can motivate, signaling the marketing director’s
increasing contributions to the firm. For example, a title change from
marketing coordinator to marketing director, or from marketing director
to director o f business planning and development, communicates
position growth.
Consider developing a specialized niche for the marketing director. He or
she might prom ote marketing services to noncom peting professional firms
or develop programs for a particular industry or market niche. For example,
the marketing director may develop programs for the family business sector,
and this expansion in responsibilities could be accompanied by the new title
o f director o f marketing and family business programs.

Recognize Stumbling Block No. 10
The following may indicate that the marketing director lacks a career path.
■ The marketing directors interest and motivation appear to
diminish.
■ The marketing director feels unchallenged or stifled.
■ The marketing director raises questions about career advancement.
■ The marketing director asks for more responsibility and
authority.
■ The marketing director is unhappy w ith his or her salary
increase.

How to Remove Stumbling Block No. 10
The following steps can address the problem o f the lack o f a career path for
the marketing director.
■ Gain an understanding o f the marketing director's career interests
and aspirations.
■ W ork w ith the marketing director to develop a career path
within the firm.
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■ Expand the scope o f the marketing director’s responsibilities
and position.
■ Recognize the marketing director’s additional contributions
through a title change and appropriate increases in authority
and compensation.
■ Encourage the marketing director to pursue continuing educa
tion in areas that will benefit the firm.
■ Consider giving the marketing director an equity share in
the firm.

C onclusion
Stumbling blocks create an obstacle course preventing the marketing
director from being successful in his or her position and, possibly, wasting
the firm ’s investment in the position. But stumbling blocks can be detected
and avoided or removed. In addition, if addressed in a positive manner, they
can be transformed into building blocks.
W ith the obstacles eliminated, your new marketing director will be
empowered to help your firm develop and implement the marketing
programs and tools needed to achieve your growth objectives and to realize
a high return on the firm ’s marketing investment.
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Years ago, our firm was deciding w hether to become a sponsor o f “The
Accounting Game,” an innovative accounting seminar for business owners.
W hile investigating this opportunity, I spoke w ith a partner from a firm
that had previously sponsored the Game. Before you decide, the partner
cautioned me, make sure that everyone understands and agrees to what a
successful program is. H e said that his firm had sponsored the seminar for
three years before he learned that while some o f his partners thought the
endeavor had been very successful, others thought it a dismal failure.
The problem, the partner realized, was that he had not clarified what
constituted “success.” Was success achieving better name recognition in
the community? Was it attracting sixty qualified prospects to each seminar?
O r was it attaining a certain num ber o f new clients as a result o f sponsoring
“The Accounting Game?” N o one knew.
This was probably the single best piece o f advice I ever received.
I relate this story because, w hen it comes time to evaluating the marketing
director’s performance, it is crucial that everyone agrees on what constitutes
success. This agreement is the foundation for a fair, productive evaluation
that moves both the marketing director and the firm nearer to achieving
im portant strategic marketing objectives.

G oals

of the

F ormal Evaluation

The prim ary goal o f a formal evaluation, w hether it is w ith the firm ’s
marketing director or another staff member, is to motivate. O ther goals
include the following:
■ Helping the individual to identify his or her weaknesses and
areas in need o f improvement
■ Developing a course o f action to strengthen these areas
■ Exploring ways in w hich the individual might be more

effective in his or her role
■ Discussing career objectives and developing a plan to ensure
that the individual continues to grow and feel challenged
■ Addressing the individual’s job-related concerns and problems
In short, the marketing director’s evaluation should be seen as a positive
management tool. It should not be a forum to give or receive negative
feedback about the marketing director’s day-to-day work. Any such
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concerns should be addressed as they arise, not stored up for the evalua
tion meeting.
It is also not the time to discuss salary. Because factors other than perfor
mance enter into salary decisions, the discussion o f the marketing director’s
salary increase— or lack o f one— should take place in a separate meeting.
(In less profitable years, you do not want a smaller raise to be construed as
a reflection o f the marketing director’s performance.)

T he Evaluation P rocess
The evaluation o f the marketing director has the following three
distinct steps:

1. D eterm ine appropriate goals.
2. Design an evaluation tool (form) that objectively measures

performance against the agreed-upon goals.
3. Perform the evaluation.

Determine Appropriate Goals
In his book, The Leader in You, Stuart R . Levine, C EO o f Dale Carnegie &
Associates, Inc., says that w ritten goals and specific action plans to achieve
these goals are the only things that stand between the independently
wealthy (top three percent o f Americans) and the rest o f us. “Goals give us
something to shoot for,” Levine says. “They keep our efforts focused. They
allow us to measure our success.”1
Levine’s words are relevant to the marketing director’s performance evalua
tion. W hen considering something as diverse as the jo b responsibilities o f
a marketing director, the existence o f clear goals to serve as performance
benchmarks is critical.
To be useful, a goal must meet three criteria: (1) it must be specific, (2) it
must be measurable, and (3) it must be attainable. For example, a goal to
increase firm revenues is not functional. First, it is too broad. Second, it
requires the commitment o f many other firm members and thus is not
realistically attainable by the marketing director.

1S tuart R. Levine, The Leader in You (New York, NY: Simon & Schuster, 1993), p. 153.
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O n the other hand, a goal to produce a four-page, quarterly client news
letter to be mailed in January, April, July, and O ctober meets all three
criteria and is, therefore, a fair criterion against which to measure the
marketing director’s performance. A second example o f a useful goal is
developing a new general brochure and two specialized firm brochures by
a certain date within a certain budget.
You may use a combination o f several tools to establish appropriate goals for
the marketing director. The first is the marketing director’s job description.
This docum ent establishes the marketing director’s level o f responsibility and
authority to perform specific marketing activities. These generalized activi
ties may include public relations, external communications, staff training,
and so forth. (Chapter 4 includes a more detailed discussion o f the purposes
and process o f developing a job description.)
A second useful tool is a workload projection. This spreadsheet lists the
agreed-upon tasks to be undertaken by the marketing director over the
course o f a year and allocates the time and resources necessary to complete
each task.
Perhaps the best tool to utilize in establishing goals for the marketing
director, as well as accomplishing other strategic marketing objectives, is a
w ritten marketing plan. T he marketing plan, which is discussed in more
detail in chapters 1 and 3, is a “living” document. O nce developed, it can
serve as a daily guide to prioritizing the marketing director’s and other firm
members’ marketing-related activities. According to Bob McAdams,
Managing Partner o f Carneiro, Chum ney & Co., L.C., in San Antonio,
Texas, “If the plan is well w ritten, w ith clear strategies, goals, time lines, and
responsibilities, it should serve as a benchm ark” for the entire firm.
Ideally, the marketing director should be actively involved in developing not
only the firm ’s marketing goals, but also the objectives and strategies that
will drive the plan. Businesses hire CPAs for their accounting expertise.
CPAs hire marketing directors for their marketing expertise. Use it. Anyone
can say they want more o f a given type o f business. A good marketing
director can tell you if it is achievable and at what cost to the firm in terms
o f time, talent, and resources. Also, w hen the marketing director works w ith
other firm members in developing the marketing plan, agreement as to
what constitutes success can more easily be achieved.
The marketing plan should identify not only goals, objectives, and strategies,
but also the marketing director’s level o f responsibility for accomplishing
each o f the many tasks involved. Predetermining the marketing director’s
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level o f responsibility is important because success in most marketing
projects depends on the active involvement o f other firm members as well.
For example, I recently was asked by a potential client to perform a project
on a contingency fee basis. Since my role was strategy development and
theirs was strategy implementation, basing my fee on the project’s success
meant that I did not get paid if they didn’t perform. Along these same
lines, evaluating the marketing director on the success o f a project in which
he or she has only a percentage o f the responsibility will only serve as
a “de-motivator.”
If you are not ready to develop a formal marketing plan, consider a simple
task list w ith responsibilities and due dates, as illustrated in table 1.

T able 1: M arketing A ction P lan
T ask N ame
Newsletter

R esponsible
Marketing
director

D EADLINE

May 21, 1996

D uration
10 days

C ost
$900.00

$0.00
Write article
on familylimited
partnerships

Tax partner

May 11, 1996 j 2 days

Write article
on new
tax law

Tax partner

May 11, 1996

2 days

Typeset
newsletter

D &H
KWIK Kopy

May 16, 1996

1 day

$0.00

$120.00

Design an Evaluation Form
Bridget Markle, Central R egion Marketing Manager o f Price Waterhouse,
Dallas, Texas, suggests that the “marketing director, w ith the help o f a
partner, should develop the evaluation form.” This is another im portant step
in reaching agreement regarding what constitutes success.
An effective evaluation form will reflect the marketing goals o f the firm and
the marketing director's responsibility for achieving those goals. In addition,
it should contain general information regarding the marketing director’s
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history w ith the firm, such as the date o f hire and the date o f the last evalu
ation, and it should be dated and be signed by the evaluator.
The marketing director’s performance in goal achievement may be ranked
on a scale o f 1 through 4, as follows:
1 = Outstanding
2 = Good
3 = Fair
4 = Needs improvement
The form also should include ratings for the marketing director’s profes
sional knowledge and skills in key areas (for example, communication skills,
interpersonal skills, presentation skills, supervisory effectiveness).

Perform the Evaluation
The num ber o f firms that do not perform formal evaluations is surprising.
Price W aterhouse’s Markle recalls that in her first two years as marketing
director o f a large independent CPA firm, “the managing partner would pat
me on the back and say, ‘D oing good.’ ”
Though we all benefit from frequent positive reinforcement, there is
no substitute for a formal evaluation perform ed on a regular basis. The
marketing director’s first evaluation should be perform ed no later than six
months after his or her arrival. Thereafter, the evaluation should take place
at least annually.
The marketing director’s performance evaluator should be the person to
w hom he or she reports. As discussed in chapters 3, 4, and 7, this person
ideally will be the firm ’s managing partner. In some cases, it may be a
partner in charge o f marketing or the head o f the firm ’s marketing
committee (if one exists).
Following are keys to a productive evaluation meeting.
■ Schedule the meeting several weeks in advance so that both
the evaluator and the marketing director have sufficient time
to plan.
■ Plan a time w hen disruption will not occur. The evaluator
should close his or her door, leave instructions not to be inter
rupted, and not accept any telephone calls.
■ Allow some flexibility so the meeting may be extended if
additional time is needed to finish a discussion.
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■ Be certain that the performance evaluation judges the performance,
not the person. This is particularly relevant given that accoun
tants and marketers have widely divergent personality traits.
Focus not only on the marketing director’s weaknesses, but on
strengths as well.
■ D o not simply point out areas in need o f improvement. Give
specific examples o f how these areas hinder the marketing
director’s effectiveness and discuss how these areas may be
strengthened.
■ Discuss the marketing director’s career objectives and explore
ways o f assisting the marketing director in pursuing these
objectives within his or her position w ith the firm.
■ Encourage the marketing director to candidly express his or
her job-related concerns and problems. Work together to
develop a plan to address these concerns and problems.
Finally, remember that in a successful evaluation interview, the evaluator
should do only 10 percent o f the talking, allowing the marketing director
to do the balance.

T he M arketing D irector ’s Self-E valuation
It is im portant to remember that marketing directors, like other profes
sionals, typically are continually self-evaluating. (Pride in one’s work and
desire for recognition generally are stronger motivators than money.) For
instance, shortly after accepting the position o f marketing director w ith
Condley & Company in Abilene, Texas, Holley Yates-Jaklewicz initiated
individual meetings w ith the firm ’s partners. H er purpose in meeting with
the partners was to gain an understanding o f what was im portant to each
partner in terms o f marketing support. She plans to meet w ith each o f them
again w hen she has been w ith the firm for one year to informally discuss
her progress.
To enhance the performance evaluation’s usefulness as a management tool,
many firms incorporate self-evaluations into the process. Performing a
formal self-evaluation allows the marketing director equal opportunity to
measure himself or herself, as well as to identify and communicate obstacles
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within the firm that may impede marketing programs. Figure 1 presents a
sample self-evaluation form.

F igure 1: M arketing D irector Self-E valuation F orm
Marketing Director N am e:__________________________________________________
Partner Name:____________________________________________________________
Date completed: __________________________________________________________

This self-evaluation form is an im portant part o f our team building efforts.
Please complete this questionnaire w ith your candid observations and return
it to the Partner named above b y ________________ .
1. How would you evaluate your personal attitude toward
your job?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

10

2. H ow would you evaluate your personal effectiveness and
efficiency?
Very
Low
1

2

N eeds
Im provem ent
3
4
5

Fair
6

7

8

Excellent
9
10

3. H ow would you evaluate the efficiency o f the Marketing
D epartm ent as a whole?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

10

4. How would you rate the overall morale o f the Marketing
Department?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

10
(continued)
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5. How satisfied are you with your job?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

10

6. H ow would you rate the partners’ level o f understanding o f
your job responsibilities?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

10

7. How would you rate the partners’ support o f the marketing
function?
Very
Low
1

N eeds
Im provem ent
2

3

4

Fair
5

6

Excellent
7

8

9

8. W hat aspects of your job are you:
Most satisfied with?

Least satisfied with?

9. W hat suggestions do you have for improving the firm’s
marketing program?

10. D o you have any other comments or suggestions?
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Input E quals Value
As w ith any management tool, the ultimate value o f the performance
evaluation depends largely on the manner in which it is utilized. Given
an appropriate level o f time and effort, the performance evaluation will
renew the marketer’s motivation and enthusiasm. It will keep him or her
on track in pursuing the firm ’s marketing goals and objectives and in
helping to build a strong, competitive firm. In short, the performance
evaluation will help maximize your firm ’s return on its investment in hiring
a marketing director.
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Chances are, if you are actively seeking a new jo b you have already
perform ed research to learn as m uch as possible about powerful interview
techniques and im portant questions to ask. D on’t expect to find a repeat
o f the standard questions here. Instead, this chapter will focus on what is
different about interviewing for and accepting a marketing job w ith an
accounting firm.
This chapter will address the following questions:
■ W hat you need to know about accounting firms in general
■ W hat you need to know about the specific prospective firm
■ W hat kind o f background, skills, and knowledge the
position requires
■ W ho you might meet during the interview process
■ W hat information you should gather during the
interview process
■ W hat you can expect to be asked in an interview
■ W hat im portant questions you should pose in the interview
Note: Many accounting firms operate as partnerships, while others operate as professional service
corporations or other forms o f professional corporations. To simplify my references to accounting firm
owners, I will refer to them as partners, but you should be aware that this is not always the case.

W hat Y ou N eed

to

K now A bout A ccounting F irms

A Service Business
Accounting firms are in the service business. There are similarities to
product businesses, but also many differences. The “product” o f a service
business is expertise. O nce a firm ’s level o f expertise is demonstrated to gain
a prospect’s trust and, ultimately, w in the business, expertise is measured
and billed as time.
Accounting firms create profit by measuring and controlling time. A manu
facturer focuses on the cost o f raw materials, production, and overhead,
while an accounting firm tracks time. Because time is all that accounting
professionals have to sell, chargeable (billable) time is an extremely impor
tant measure of success for the firm and a performance evaluation measure
for the firm ’s partners and staff members. And, because billable time is the
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source o f all firm income, billable activities take precedence over nonbillable
activities, including marketing, 99.9 percent o f the time. This can be a
source o f frustration for a person whose jo b is 100 percent marketing.
As a m em ber o f the firm, you also will be accountable for your time.
You may or may not be asked to perform chargeable work, but be prepared
for the discussion.
W hat activities might you be able to bill? Clients sometimes ask for research
that can be perform ed by the marketing professional. O r you may have the
opportunity to consult w ith clients about their marketing programs. You also
might be asked to participate in w riting the marketing portion o f a business
plan for a start-up or growing company. These can be exciting projects once
you have solidified your prim ary job responsibilities. But be aware that such
projects also can distract you from marketing duties for which you will be
held accountable.

Multiple Bosses
N o matter what you may be told about reporting to one boss, you probably
will find that all the partners are your bosses. You will need to treat each
partner as an im portant “client.” If you have had any experience in an
advertising agency or some other service organization, you may already
understand this client mentality. In the accounting firm, you can use this
experience to help you treat each partner as your most im portant client, and
to help you understand how the partners deal w ith their own clients.

Professional Orientation
You probably already think o f accounting as a profession. You’re right. But
what does that mean? Many professions— medicine, law, engineering,
architecture, accounting— require that practitioners be certified as experts
through college degrees, formal internships or apprenticeships and, usually,
postgraduate testing. All professionals have certain characteristics in
common. They value their status as experts and they want the opportunity

to call their own shots. This professional mentality is a core element of an
accounting firm and an attitude you will need to take into consideration.
R em em ber that professional is a label that is applied to an individual w ho is
recognized as possessing specialized expertise. To work with, teach or help
professionals, you as the marketing person must also consider yourself a
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professional. Accounting professionals know a lot about their field. You
know a lot about marketing. It is im portant for you to maintain your own
professional mentality to gain and keep the respect o f the accountants w ith
w hom you work and to ensure that you are treated as an equal.

Absence o f Sales and Marketing Orientation
D o n ’t expect to find sales-oriented people in an accounting firm, though it
will be your job to make them salespeople. Accounting professionals expect
to have business come to them because o f their expertise, successes, and
reputation. Part o f your job will be convincing them that marketing is
another word for building that reputation and creating success.

Workload Fluctuations
Just as in any business, accounting firms have busy times and slower times.
For accountants, the time o f heaviest workload is usually (but not always)
from January through April 15, w hen they are preparing tax returns and
performing year-end audits. You may think that you, as marketing director,
will have this period to regroup, file, consider long-range plans, and other
luxuries. In fact, since this is the time o f heaviest interaction w ith clients,
it is really the best time to develop marketing opportunities. We stay busy
throughout the year helping the accounting professionals work their
marketing programs. I have found there is no slack time for marketing.

Historical Perspective
So far, this section has considered the accounting industry o f today. You also
need a little o f the historical perspective. As recently as fifteen years ago,
marketing was worse than ignored in accounting firms; it was ethically
prohibited! You may have noticed the legal industry struggling w ith these
same issues in recent years. Many accountants w ho entered the profession
some years ago continue to believe that marketing is still unprofessional.
Many other accountants are enthusiastic about the opportunity to market
their services. This wide spectrum o f approaches to accounting firm market
ing is part o f why you need to be alert to the attitudes expressed by a
prospective employer. (Chapter 1 provides a capsule history o f the market
ing o f accounting services, and you may want to read it for further insights.)
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Y ou

If you have the energy and courage to brave this new world, what is your
next move? You may have identified an available position in the classified
ads or through a call from a search firm. W hat do you need to ask about this
accounting firm?

Preliminary Questions
All the standard questions should be asked. W hy did the previous person
leave the firm? Is this a new position? W hat are the specifics o f the job
description? W hat about compensation and benefits?
Now, ask the questions that will help you understand the firm. H ow many
years have they been in business? H ow many partners are there, and how
many CPAs? Is this position responsible for more than one office, more than
one company?
Table 1 presents questions to ask in your interview.

T able 1: Q uestions

to

A sk

in

Y our Interview

1. Is this a new or existing position?
2. W ho was the previous position holder? Is this person

available for questions?
3. W ho is the supervisor?
4. W hat is the job description?

5. W hat is the job title (difference between marketing director,
marketing coordinator and marketing assistant)?
6. W hat is the size o f the marketing budget?

7. Are there individual marketing budgets (nonchargeable hours)
set aside for each partner? For other accounting professionals?
8. Is there a w ritten marketing plan?
9. Are there existing marketing materials (brochures, direct

mail, newsletters, etc.)?
10. Is the firm involved in niche-marketing efforts?
11. Is there a marketing committee? If so, what are the

com m ittee’s responsibilities?
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12. Are there regular marketing meetings for the partners and

staff? Are there m onthly staff meetings, and is marketing on
the agenda?
13. Does the firm survey clients about service?
14. Has the firm done any market research? Results?
15. W hat is the availability o f support staff help?
16. Will this position be responsible for outside selling or for

providing support to the accounting professionals in their
selling efforts?
11. Will there be chargeable work assigned to this position?
18. W hat are the opportunities for bonuses for the marketing

director?
19. W hat is the relationship o f this position to nonpartner

professional staff?
20. Will this position be expected to handle other administrative

tasks, such as personnel?

The Question o f Reputation
W hat is the reputation o f the firm in the general business community?
This investigation is easy enough to undertake yourself. You can ask business
associates, accounting professors at the local university, and other account
ants. O nly you can know what standards you require in an employer.
D o you need to work for a company that is recognized throughout the
business community as having the highest business standards, or as a leader
in its field, or as an aggressive and innovative firm? Are you looking for a
firm that is committed to helping start-up companies? Is it more important
to you that your company be known for its environmentalist attitude, or
for charitable work in the area o f child needs and development? These are
things that you can find out before you even step into an interview.

The People Factor
Check your response, honestly, to the people you m eet on the phone
before the interview. D o you like them? Are you off-balance because you
can feel there are communication problems? Consider these initial reactions
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and take them w ith you into the interview to test w hether they are
well founded.

E xperience H elps (but W hat K in d ?)
As w ith any job, if you are considering a position as marketing director with
a CPA firm, experience helps. But there is a lot you can learn from these
pages to help you get that job. Just knowing what skills the firm will need
can help you prepare yourself for the interview and the job.

Business Background
The accounting profession is founded on an advanced understanding o f
how the numbers work in business. This is what accountants know and are
most comfortable with. D on’t expect to operate the marketing function
w ithout having to prove the numbers. This is an im portant part o f establish
ing yourself as a professional among highly num bers-oriented professionals.
W hen I attended college, nowhere in my entire liberal arts undergraduate
studies were there business-oriented courses. Years later, I realized it was
unlikely that I would achieve an executive position, particularly in an
accounting firm, w ithout some practical business training. So I went
back to school and earned an MBA. I hope you already have some
background in accounting, economics, and statistics. If not, consider taking
these classes soon.

Marketing Experience, Knowledge, and Skills
My marketing experience was extensive and varied by the time I came to
the accounting profession. I had been the marketing director in a bank and
had worked at different times in both a marketing communications agency
and an advertising agency. These experiences gave me many valuable skills
that help me every day in my current position.

Ability to Handle Multiple Functions
My job as marketing director for a bank taught me about being a one-person
department. Unless you are interviewing for a position with a large firm, the
position you are considering is likely to be solo. You will be asked to handle
many functions, and there will be no one else on staff who understands
what you are doing well enough to help you. They will expect you to know.
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C om m unication Skills
Strong communication skills, both w ritten and verbal, are essential. You will
call upon these skills continually. N ot only will you be asked to write
marketing materials, but you will help w rite proposals. You will w rite and
edit letters, articles, and presentations. And you will make presentations to
staff, partners, possibly even clients and prospects.
Be aware, though, that communication skills can be a trap. Thalia Zetlin,
Director o f Marketing w ith David Berdon & Co., LLP in N ew York City,
says, “W henever I talk to accounting firm marketing directors, I caution
them not to become so involved in communications activities that they
lose sight o f the real goal o f marketing, which is to increase firm revenues.
I recommend using their skills in strategy, analysis and sales management just
as much as communications skills.”

Sales Skills
As a former advertising agency account executive, I had many opportunities
to develop my selling skills. These are skills I use every day. W hen I present
a really new idea, something that will cause the firm to “boldly go where
no CPA firm has gone before,” I call upon every sales skill and all my
marketing experience to help me make an effective presentation. Even the
smallest o f ideas must be sold w hen it is first proposed, so selling skills
are invaluable.
Helping others to become better at selling is also part o f the marketing
director’s job. Since accountants generally have not received a lot o f sales
training or sales experience, it will be your jo b to teach, coach, and
encourage them. Your own experience in selling will help you be credible.
Even if you have not sold services in the past, but have some other kind
o f sales experience, you will be way ahead o f the game.

Production Skills
You will be expected to have skills in all production areas— if not strong
skills, at least a level o f knowledge. You will need to know about the creative
process, printing, production, media buying, direct mail, specialty items,
desktop publishing, database management, and many other areas.
If you are straight out o f school, you may have picked up some o f these
skills in an internship or part-tim e job. If you have not learned these skills,
you do have an option. Consider asking a more experienced marketing
professional to serve as your mentor. If he or she agrees, you can call your
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m entor to give you tips about specific projects, or ask for suggestions for a
few places to call to get help.
N o one comes into a profession with experience. Each person has acquired
skills through the help o f more experienced people. Since there will be no
one w ithin your firm to teach you about production, find someone outside
the firm. (It would also be a good strategic move to establish this relation
ship in advance so your m entor can serve as one o f your references.)

Industry Experience
O ne o f your previous jobs may have been in an industry in which your
prospective employer has expertise and a client base. This was a happy
discovery in my interview process. M y experience in the banking industry
was tailor-made to help me understand an important niche for Eskew
& Gresham.
A nother way to develop industry expertise is, again, working in an agency
situation in which you serve a variety o f clients. The advertising agency in
which I worked specialized in service businesses, w hich gave me valuable
experience on which to draw. A nother benefit derived from working w ith
multiple clients in various industries is a confirmation that basic marketing
principles will work for any organization. This is a great confidence builder,
and you will need confidence as you propose ideas in your new position.

Supervisory Skills
W hether you head a marketing department or are the sole marketing pro
fessional, you will need supervisory skills. As the leader o f the marketing
effort, you will supervise all marketing activities, even those o f the partners.
There are ways to gain the cooperation o f those w ho do not directly report
to you while maintaining a strong leadership role in the activity. This skill
will be important as you work to keep marketing efforts going w hen
accounting professionals are being pushed to accumulate chargeable hours.
Y ou C a n ’t D o It A ll
N o matter how extensive your skills are, it is inevitable that you will be
stronger in some than in others. If you are more skilled in w riting and
communicating than in graphic design, you may need to find a supplier for
your design work. If you are more skilled in expressing yourself visually, you
may need help w ith creative w riting for brochures and other promotional

140

T ips

for the

M arketing D irector : B efore Y ou A re H ired

items. If you are not experienced enough to train others to sell, find a sales
training professional. The point is that you must be prepared to delegate cer
tain tasks to effectively perform your job.
As you can see, experience helps in tangible and intangible ways. It is
important for you to objectively review your experience, whatever that
may be, in preparing to enter that ultimate battlefield— the interview.

T he Interview P rocess

A Potentially Lengthy Process
It took five interviews for me to get through the process and be offered the
position as marketing director w ith my firm. A lengthy interview process is
not uncommon. As marketing director, you will be assuming a great deal o f
responsibility for managing the firm ’s public image. Firm owners are not
likely to trust this responsibility to just anyone. And if the prospective firm
partners are mostly generals, not foot soldiers, they all will want to be
involved in the hiring decision.
Such a lengthy process can be stressful and tedious. It takes a confident
attitude not to become anxious or insecure because o f the repeated inter
views. But a long interview process can also allow you time to discover
what you need to know about your prospective employer.

Meeting the Partners
The Partner in Charge o f Marketing
An im portant person to meet early in the interview sequence is the partner
responsible for the marketing function. If this is not the managing partner, it
will be important for you to assess the strength and commitment o f the
marketing partner and his or her ability to energize others in the firm to
support marketing programs.
You also will need to assess the level o f com m itm ent o f the managing
partner. Sometimes, w hen the marketing function has been delegated, it is
an indication that the managing partner is not a strong supporter. This is
a critical point. It is widely held that the ideal reporting relationship is that
o f the marketing director to the managing partner. This demonstrates the
managing partner’s com m itm ent to and championing o f the marketing
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effort. To gain a better understanding o f this point, please refer to chapters
1, 3 , 4, and 7.
If the managing partner is the marketing partner, ask if others in the partner
group also are enthusiastic about marketing. This is a way to begin to
uncover your alternative champion for those times w hen the managing
partner is unavailable. Make no mistake. N o marketing director, however
elevated in the management o f the firm, can stand alone w ithout a partner
who serves as his or her champion among the partner group.

The Individual Partners
The more partners you meet during the interview process, the better
informed you will be on w hether you will be able to work well w ith each
o f them. If you have an opportunity to m eet all o f the firm ’s partners, you
will know that they all are interested and involved in marketing. Having
all partners involved in marketing is a mixed blessing, however. Knowing
you will get full support for marketing is good. O n the other hand, if the
firm is managed by a group o f equal partners, you may find you have seven
or twelve equal bosses. According to Thalia Zetlin, this is an important thing
to learn. She says, “W orking w ith a democracy-style firm can be almost
unmanageable for a marketing director. I recommend looking for a firm
that operates more like a corporation w ith a C E O at the top. You will
report to one boss and receive focused direction.” Zetlin says you can tell
this kind o f firm by the num ber o f people you meet in your interviews,
the type o f questions they ask, and the kinds o f answers they give to your
questions. Even if you meet all o f the partners, you still may discover that
there is a central leadership structure. This information should definitely
be included in your list o f decision factors.

Others You May Meet
Your Predecessor
W ho else are you likely to meet in your progression toward the job offer?
I was surprised to find in my first interview that I was being screened by
the form er marketing director. This may seem a strange circumstance to you
as well, but it actually is not. R em em ber that accounting partners w ho are
not experienced in marketing may feel underqualified to evaluate the capa
bilities o f someone in that field. Also, from the viewpoint o f the marketing
director, it is wise to maintain contact w ith a form er employer for future
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networking. Plus accounting firms are known for keeping contact with
their alumni.
If your interview process includes a meeting with your predecessor, use it
to your benefit: Better than anyone else, the firm ’s form er marketing
director knows the true level o f the firm ’s com m itm ent to marketing.

Firm Administrator
The firm administrator also may be included in the interview process. If it
appears that the firm administrator is the primary decision maker, the
position may have been assigned support staff status. If the decision process
is controlled by partners, you can expect to report to them. Ultimately, the
level o f your supervisor is the clearest indication o f the importance, and the
professional status, assigned to the marketing position in the firm. And
professional status, as stated earlier, determines the marketing director’s
ability to command respect, gain cooperation, and accomplish goals.

Marketing Assistant
Someone else you may meet is the marketing assistant. In this encounter,
you will be testing the compatibility o f your personalities. You may find that
your supervisory style works well with the assistant’s expectations. O r the
assistant may impress you with enthusiastic and creative ideas. If you have
the opportunity to meet one-on-one, w ith no one else present, you can
ask for candid opinions about how marketing is viewed in the firm. An
assistant w ith experience in the firm can be a great asset as you learn your
position and, as the boss, you can manage the relationship to suit your
particular needs.
Beware of the marketing assistant who is suspicious o f you, protects his or
her power, and withholds information. This person may underm ine you to
preserve his or her position.

Working With a Search Firm
If you are working with a search firm, the process probably will be smoother,
both for you and your prospective employer. In addition, working w ith a
search firm will help you obtain more information about the selection
process and what is happening behind the scenes. I personally have found
that it gives me the opportunity to sell myself in a less formal environment
than the interview setting. Chatting w ith the search firm representative can
be very enlightening for both you and the hiring accounting firm. Even
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as you, the interviewee, recognize the savvy skill o f the search professional
in getting facts and attitudes out o f you, you can candidly ask for the
same information about the prospective employer. It can be a truly bene
ficial exchange.

Intelligence

to

G ather

The Firm’s Commitment to Marketing
W orking for a firm that is not committed to marketing can be extremely
frustrating. It also could result in the elimination o f your jo b after one year
due to lack o f support.
H ow can you tell if the firm w ith w hich you are interviewing is serious
about marketing? Some o f the areas I recommend exploring were unknow n
to me w hen I interviewed for my position. Thankfully, I found myself in
a firm that fulfills each of the following suggested requirements for a
marketing orientation.

Budgets
Accounting firms live and die by budgets, so it stands to reason that you
should look at the marketing budgets to gauge the perceived importance
o f marketing.
There are two kinds o f budgets you should check: the first a financial
budget, the second a time budget. T he financial budget allocates specific
dollars to the marketing effort. The time budget allocates a certain amount
o f partners’ time to marketing activities.
Let’s start w ith the more sensitive question: Are there time budgets for
marketing? It is relatively easy for a firm to establish a dollar budget and
label it “marketing.” It is quite another thing for partners to give up charge
able time for marketing. N o matter w hat the level o f the dollar budget, an
absence o f time budgets is reason for concern.
H ow will you know if there are enough hours set aside for marketing?
At the partner level, an individual’s total annual hours worked, including
both chargeable and nonchargeable time, range from about 2,600 on up.
The industry standard for chargeable hours is 1,500 for most partners and
1,000 to 1,200 for managing partners. Nonchargeable hours generally are
expected to be split between firm administration and marketing. For most
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partners, 300 to 400 hours o f marketing is a moderate commitment.
A higher budget would demonstrate the com m itm ent o f a champion.
The financial numbers are more concrete but a little harder to define.
Marketing gurus recommend that a firm commit approximately 3 percent
o f revenues for marketing. Accounting firms that wish to gain market share
or be viewed as leaders in general will budget up to 6 or 7 percent, but this
is rare. Ask the firm w ith which you are interviewing for the dollar amount
o f the budget, the percentage o f revenues this am ount represents, and what
is included in the budget in determining the percentage o f revenue. Some
firms will include all entertainment expenses, civic and social club dues,
salaries, and other overhead. This is a demonstration o f commitment; but,
w hen you lump the budget for entertainment and dues into marketing, the
figure should be closer to the 6 percent o f revenues level.
If you are interviewing with an accounting firm that is a newcomer to
marketing and has just created a marketing position, the budget question
gets stickier. The hiring firm may not have set up a specific budget because
it wants the new marketing director to create a budget based on goals and
strategies. This is certainly a reasonable expectation.
D o not be fooled into believing, however, that the marketing budget is a
complete blank. Accountants are sticklers about managing the numbers
within their own firms, just as they advise their clients to be. In other
words, a budget does exist in some form. T he firm would not hire a person
for a position requiring a budget w ithout allocating something in the firm ’s
budget. The am ount may have no basis in an actual marketing plan, but it
exists. So ask for the figure the firm has in mind, just to get a ballpark idea.
If it truly has no budget set aside, this firm may not yet be committed to
marketing. This is not the ideal place to begin your career o f marketing
accounting firms. If a firm ’s partners are not committed to marketing w hen
you take the position, do not expect to change their minds once you are
inside the firm.
A useful analogy is that o f a firm considering increasing its investment in
technology. In my firm, this entailed analyzing what the firm needed,
researching the options available and compiling the costs. Before any
purchases were made, a specific budget was assigned for the first year and
for each year into the future.
It would be bad business for a firm to make that kind o f investment decision
without allocating the required funds. Marketing is a major, long-term invest
ment. If a firm has not committed a budget, the investment will not be made.
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Level o f Existing Marketing Activity
A nother way to gauge marketing com m itm ent is the level o f marketing
activity already existing in the firm. O ne program I found already in place
w hen I joined Eskew & Gresham was a Marketing Awareness Program.
This program encourages marketing by rewarding activity as well as results.
The entire firm is invited to participate, not just the accounting profes
sionals. It continues to be successful because there is competition,
recognition, and monetary rewards for effort.
This program involves both money and time, so it is a good demonstration
o f the firm ’s com m itm ent to marketing. Look for something like it in the
firm w ith which you are interviewing. Pat Milner, M arketing D irector for
Geo. S. Olive & Co. in Indianapolis, Indiana, says, “A reward system for
marketing efforts and successes must be in place for any firm to have a true
marketing culture. I suggest asking specific questions to determine the scope
o f the firm ’s reward system for the accounting professional staff.”

W ritten Materials
O f course you will want to see existing materials and a w ritten marketing
plan, if one exists. If the firm shows you brochures, internal and external
newsletters, direct mail packages, seminar invitations and materials, and
other items, you can believe in its commitment. You also will be able to
judge the corporate culture and image o f the firm much better than by
asking for verbal explanations. O nce again, check your response to these
materials. If the brochures and other items make you want to work for the
firm, this is good. If your response is less than great, consider w hether this
firm is right for you.

Services and N iche Industries
Even if a firm does not claim to have a marketing culture, there may be a
variety o f marketing efforts. O ne way to discern this is to investigate the
types o f services the firm provides and the niche industries it serves.
Futurists have long advised firms to specialize in specific industries and
unique services to help differentiate themselves and provide added value to
clients. If the firm does indeed specialize in several niche industries and/or
special services, it is already involved in marketing. If you find that you have
previous experience in an industry niche served by the prospective firm,
this is a plus for you. Emphasize it.
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Surveys
Survey information that the firm may have compiled also can provide
insights. Has the firm done market research? Does it regularly survey clients
about the level o f satisfaction w ith service and value received? Has the firm
followed up on survey results, implementing new programs or strengthening
existing programs, or have the results merely been stored in a file?

Internal Firm Structure
Internal firm structure also will affect your job. W hen I joined Eskew &
Gresham, a marketing committee was responsible for setting some market
ing policy and for representing marketing to the rest o f the firm. The
committee held m onthly meetings at w hich we discussed the activities
o f the various industry niche groups and other projects. In my case, the
marketing committee served a promotional role in the firm rather than
truly supervising my work.
Pat M ilner also has worked w ith a supervisory committee structure, but
hers was a different experience. She says, “This truly slowed down our work
process. We worked together to open it up so the committee members
functioned more in an active leadership and cheerleading role. The com
mittee was also a good place to try out new ideas. Eventually I handled
most o f the decision making.” Clearly, there are pros and cons to the
committee structure, so it is a matter you will need to consider in relation
to your personal working style.

The Job Description
Digesting a full job description can be overwhelming, but be sure to read
every word. Then ask questions.

Chargeable Work, Sales, and Other Responsibilities
Will chargeable work be required? If so, what percent o f the annual time
budget is expected to be chargeable and how are these hours developed?
Are you expected to sell your own services as well as the services o f the
firm? Is your position expected to be an outside sales position or primarily
inside support? W hat level o f support staff assistance will be available to
you? Pat M ilner recommends, “Find out exactly w hat will be expected o f
you, not only in the interview situation, but throughout your tenure in
your position.”
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A significant discovery that may result from your question o f the chargeability o f your time is the level o f professionalism that has been assigned to
your position. Ask what the chargeable rate will be for your time and how
this compares to other rates in the firm. You may find that all accounting
professionals are assigned higher rates than you. This is not a good sign, but
before you immediately assume that you will “get no respect” based on
this comparison, consider the decision makers’ level o f understanding o f
marketing and what it means to have professional marketing skills. If you
can determine that the chargeable rate is based on limited understanding
o f marketing, this can be remedied once you demonstrate your skills.
If, however, you feel that a low rate is based on professional snobbery, run
in the other direction.

Nonm arketing Responsibilities
Sometimes firms that are new to marketing will try to combine the
marketing position w ith another function, such as personnel. Such diverse
responsibilities could split your attention and have a detrimental effect
on your marketing results, which ultimately will affect your performance
evaluation. In addition, this type o f jo b combination may indicate that
neither o f the combined functions, marketing or personnel, is considered
professional level work. It probably means that both functions are
misunderstood as well.

Firm Clients
Finally, a question to which you may only get a partial answer: W ho are the
clients the firm services? Confidentiality considerations may keep the firm
from divulging all o f its clients, but many clients agree to being used by the
firm as references. Even though it will be a short list o f clients, it will tell
you something about the firm. You may consider calling some o f the firm ’s
clients for their comments before accepting a job offer. W hen clients are
willing to give testimonials, it speaks well o f the firm.

Q uestions

to

A nticipate

Most o f the questions you are asked during the interview process w ith an
accounting firm are similar to those you would be asked in an interview for
any marketing position.You will have many opportunities to demonstrate
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your experience and understanding. There may be a few questions that will
unnerve you, however, if you have not anticipated them.

Questions With Hidden Traps
Early in the interview process, I was asked a very straightforward question
w ith several hidden traps: “If we asked you to recommend a marketing plan
right now for this firm, what would that be?” Understanding that what they
really wanted to know was if I would recommend programs inappropriate
to the firm ’s situation or inconsistent w ith its philosophy, I responded that
I would not recommend any plan w ithout first getting to know the firm.
I also recognized that they were asking me, as a form er advertising agency
account executive, if I would automatically recommend advertising. To
this I responded that I would not recommend extensive mass media adver
tising since the firm ’s target is businesses, not general consumers.
This story has a moral. W hen you are interviewed, be aware o f how your
background can work both for you and against you. Be prepared to respond
to potentially negative perceptions about statements on your resume. For
instance, if you have experience in product marketing, be prepared to
respond to concerns that your experience may not translate well into
service marketing. If your resume shows communications-related activities
but no specific accomplishments measured in dollars or numbers, mention
the differences in responsibilities between previous positions and the
accounting firm marketing position, making sure you also m ention that
you are goal-oriented and have always loved math.

Questions With Political Undertones
As you progress through the interviews, you may discover internal issues
that are unresolved between partners, between departments, or between
office locations. You may be asked, as I was, to demonstrate an equal com
m itm ent to every area o f the firm. I was asked to guarantee that I would
spend a certain percentage o f marketing time on the section that was feeling
underassisted. It was hard to sidestep such a direct question, so I made a
quick judgm ent that the situation was not unmanageable and agreed. If you
face a similar question, you will need to give an answer. Then be prepared
to fulfill your com m itm ent because you will be held accountable.
Every job entails office politics in one form or another, but some situations
are more volatile than you would willingly choose. If you discover conflicts
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that concern you, talk about them w ith the partner to w hom you would
report. This discussion either will calm you or confirm your concerns.
Table 2 lists some questions you may be asked in your interview.

T able 2: Q uestions Y ou M ay B e A sked

in

Y our Interview

1. Have you handled marketing for a professional services firm?
2. H ow do you think marketing a professional services firm

differs from product marketing?
3. W hat do you know about accounting firms?
4. H ow do you keep track o f multiple projects and deadlines?

5. Have you w ritten and implemented marketing plans?
6. W hat kind o f results have your marketing efforts produced?

7. D o you have any experience as a trainer?
8. D o you have any sales experience?
9. Have you w ritten proposals?
10. D o you have experience making presentations?
11. D o you have public relations experience? Have you w ritten

press releases or speeches? Have you worked w ith the media?
12. Have you planned and implemented seminars and other events?
13. Have you ever worked w ith a database? D id you set up the

database or primarily input and maintain it?
14. Have you created materials using desktop publishing software?
15. Have you produced newsletters in-house?
16. Are you familiar w ith spreadsheet programs?
17. W hat word processing software have you used?

W rap I t U p

in a

N ice Package

O ne word that comes up regularly in describing marketing professionals as
compared to other professionals is enthusiasm. Marketing is a selling activity,
and it requires enthusiasm and confidence to sell it to others. H ow you act
in your interviews should be a reflection o f your confident professionalism
w ith just enough excitement about your work to demonstrate your own
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com m itm ent to marketing. R em em ber that a certain amount o f enthusiasm
is expected from the marketing person. But too m uch can be detrimental to
the overall impression you make, and too little may keep you from standing
out as the primary candidate.
Good luck, and remember that there are other marketing professionals who
can help you once you get the job.
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Congratulations! You’ve just been hired as the new marketing director o f
Ecks, Wye & Zee, Certified Public Accountants. N ow what?
Besides the obvious tasks that require your attention during your first weeks
at the firm, you need to be prepared for the range o f attitudes w ith which
firm members will greet you in your new position.
Expect to be both embraced and resisted. Those w ho embrace you will be
looking forward to your helping them w ith their enthusiastic, perhaps
unformulated, marketing plans. The latter crew will grumble and try to
ignore you. Try not to take this personally. It is marketing they are dodging,
not you.
Rem em ber, as discussed in the preceding chapter, and throughout this
book, that the concept o f marketing professional services is relatively new.
As such, many senior accounting professionals and partners still regard
marketing as taboo. This attitude is a throwback to decades past when
marketing was frowned upon and flat-out prohibited. O ne o f your primary
challenges will be to change those attitudes in ways that are positive and
successful for everyone.
Also bear in m ind that “accountants are professional fault-finders,” says
Cleone Smith, Marketing D irector for the Denver office o f McGladrey &
Pullen, LLP. “They get paid for pointing out w hat’s not right.” As a result
o f this mindset, be prepared for the possibility that the accountants in your
new firm initially may express little enthusiasm for the firm ’s marketing
efforts and communicate little positive feedback to you.

I ntroduce W ho Y ou A re

and

W hat Y ou D o

Spend Time With the Designated Marketing or
Managing Partner
D uring your first few days on the job, spend a good deal o f time talking
w ith the managing partner about your role. Make sure you’re considered
part o f the management group, and that you’re included in management
meetings. Schedule on your calendar (in ink!) regular meetings (preferably
weekly) w ith your immediate boss, w hether it’s the managing partner or
a designated marketing partner, and impress on him or her the importance
o f these meetings to your effectiveness and the accomplishment o f
marketing programs.
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O ne o f your discussion priorities in these meetings should be obtaining the
managing partner’s or the marketing partner’s buy-in to a time plan for
achieving important objectives. “You should know the time line you have
to succeed,” says Ivy Dodd, Marketing Specialist for the Colorado Regional
Office o f Price Waterhouse, LLP. “You have to derive a mechanism to find
out how long you have.” D odd’s advice: Set short goals to help you take
better control o f the firm ’s sometimes unspoken expectations.

Meet With Other Firm Members
Immediately schedule meetings w ith key people during your first few
weeks w ith the firm. Start w ith partners and managers. If your firm is small
enough, attempt to schedule one-on-one meetings w ith everyone (staff
through partner), especially if the firm has never hired a marketing
professional before. These meetings need not be formal; consider getting
together over breakfast or lunch.

Attend Staff and Departmental Meetings
If you’ve been hired by a large firm, find out w hen the next staff and
departmental meetings are scheduled, and get on the agenda. Introduce
yourself and hold an open discussion w ith the group. The first group you
meet w ith will “spread the gospel” about the marketing function and
communicate the facts that you don’t bite and marketing doesn’t have to
be difficult or inordinately time-consuming. This advance publicity will help
ensure that successive groups you address will attend the meeting w ith
open eyes, ears, and hearts.

Don’t Forget the Administrative Staff
R em em ber to include meetings w ith the administrative staff, too. “W ork on
building strong relationships w ith these key people right from the start,”
advises Sandra Geist, form er marketing director o f a Big Six firm in Denver,
now owner o f her own marketing and public relations company, Sandra
Geist unLtd. “You’ll need them to help you get the work done, to do the
myriad duties you just can’t do by yourself,” Geist explains.

Educate Others and Market Yourself
Everyone will have the same questions: W hat do you do? H ow do you
market CPAs? Be prepared w ith your answers, the more anecdotal, the
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better. Also be sure to point out the difference between marketing and sales,
and w hich role you (and firm members) will be taking.
O ne o f the many hats you will wear as marketing director is that o f educator.
“Be prepared to speak up in conversations and meetings, to put a marketing
label on issues that might not have been recognized as marketing, but that
are o f real concern,” says McGladrey & Pullen’s Smith, then adding an
im portant caveat: “D o n ’t assume that people understand and value what
you do— be ready to market yourself?’
“The biggest reason people fail,” says Price W aterhouse’s Dodd, “is because
the climate they’re coming into is so different. Often, the premise among
the accountants and partners is, ‘We don’t need to do that.’ That attitude is
so tricky, and you must be aware o f it in order to understand the partners.
Otherwise, you’ll find the job stifling and will possibly lose it.”
O n the brighter side is the fact that the position is exceptionally challenging
and rewarding, says Dodd. “O ne o f the great pleasures is that you’re dealing
w ith highly intelligent people,” she explains. “You have amazing talent on
hand, the results o f which can be very satisfying. The dynamics are such that
the tough parts o f the job can also be a total pleasure.”

G et

to

K now

the

P eople

and the

P lace

Learn the History o f Your Position
If you’re not the first marketing professional in your firm, find out the
history o f the position. This will help you gain a better understanding of
the responses you’ll receive and the welcome (or lack o f one) that awaits
you. “Those attitudes usually have much more to do w ith predecessors or
perceptions about marketing that are entirely unrelated to you as an
individual,” says Cleone Smith.

Ask Probing Questions
In your individual meetings, ask each accountant about his or her
background, including career goals. Focus on the individual’s interest in,
and experience and comfort with, various marketing activities. Get the
person’s attention by touching on your ideas to help move the firm toward
its marketing goals.
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Take a Survey
Another way to gain an understanding o f how the key players view this
beast called marketing is to take a simple paper-and-pencil survey Since
CPAs are so accustomed to numbers and numerical analyses, your poll o f
key firm members may speak to them in a language they understand.
Break down their responses into useable, valuable data to demonstrate how
firm members view themselves and the firm, and w hether they’re singing
solo or in concert. Taking this poll and then presenting the results and
analysis at a partners’ meeting will give you an opportunity to put yourself
and some nuts-and-bolts information in front o f the entire group.

G aining Partner C ooperation
D uring the job interview process, you should have obtained a good idea
o f how your firm ’s various partners view your role and, therefore, how
cooperative they will be. You may not, however, have had the opportunity
to meet all o f them.
Before you conduct your individual partner meetings, seek an ally or
advocate— ideally the managing partner— and talk w ith him or her about
how you might expect each partner to respond to your new presence in
the firm. This will help you plan your approach w hen you m eet w ith
them individually.
Be open and straightforward, and be prepared w ith a few basic openended questions that will get your discussion rolling. Focus on what the
partner w ith w hom you are speaking likes to do, on what makes him
or her comfortable or uncomfortable w hen it comes to marketing
situations. For example, if the partner hates getting up in front o f a
crowd, see how amenable he or she is to w riting articles or working
in one-on-one situations.
Bear in mind, too, that you need to give partners plenty o f time to tell
you what they are really thinking. “You need to gain their trust in order
to get their buy-in,” says Ivy Dodd. Call on your best interview techniques
to encourage partners and members to express their honest opinions.
Lip service comes too easily w hen they’re just trying to get you out o f
their offices.
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Ask the partners how they envision getting the most benefit from working
w ith you. Approach each meeting in the most positive light possible, and be
sure to regale them w ith your strongest attributes and most creative ideas.
View members o f firm management as your clients, and treat them
accordingly. Constantly ask them, H ow can I help you w ith my knowledge,
skills, and services?

Work First With What Works Best
Grab onto the coattails o f your firm ’s most outgoing rainmakers, enhance
their natural talents and tasks, and then publicize the (positive) results.
“As a new marketer,” says Dodd, “all you’ll need is one to start with—
especially if that person is a ‘power-person.’ Then you can build.”
In many cases, the skeptics in your firm will see that you can help make
them stars, too. Propose simple initial projects that will make them shine
in the eyes o f their peers, prospects, and clients. Advocate their roles and,
chances are, they soon will advocate yours.

Win Over Resistant Partners
W inning over resistant partners can only happen over the course o f time.
First and foremost, Do a good job! Always maintain a professional demeanor
(starting w ith how you dress and act w ith colleagues), but keep a warm
and approachable countenance.
Here are some approaches to working w ith the resistant partner:
■ Give examples. Bring up concrete illustrations o f good
marketing techniques— try to come up w ith examples they
may already have noticed themselves— and ask them to think
about how their attention was captured in each situation.
■ Look, Ma, no hands! Show them ways they can gradually
work marketing activities into their daily routines, develop
higher comfort levels and, eventually, ride w ith confidence.
■ D o n ’t leave out the sugar. Find out what types o f strokes,
encouragement, and praise each partner (marketing-resistant or
not) responds to best, and butter liberally, as needed.
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Persistence Pays
If you are faced w ith partners w ho don’t welcome your overtures, put your
work w ith them on the back burner. Otherwise, you’ll lose the m om entum
and enthusiasm you’ve gained from working w ith the more willing partners.
Experience tells us that once the resistant partners see what a great job
you’re doing helping their peers, they’ll want to jum p on the bandwagon
too. But the reality is that they still may or may not come around to you.
Be prepared for either instance to occur. O f course, w hen they do approach
you, give 110 percent o f yourself to the task, and bring out the butter
(refer to bulleted point above).
Certainly, experiences will vary from firm to firm w ith regard to resistant
partners. O ne marketing director advises, “Stay as far away from them as
possible. It’s more productive for your own sanity and better for the overall
good o f the firm for you to ignore the resistant partners.”
Says another, “It will never get better on its own. You must learn why they
are resistant by talking w ith them directly. Ask them w hat possible benefit
marketing could have for the firm and for them and what would make
them feel the best about working on marketing-related areas.”

C ultivate

a

M arketing C ulture

in

E verything Y ou D o

You inevitably will impinge upon some staff members’ comfort zones by
asking them to incorporate marketing responsibilities into their daily
activities, but it is im portant not to alienate them. You and the firm ’s
managing partner or marketing partner must be mindful o f staff members’
natural fear o f the unknow n (networking situations, making presentations,
starting conversations w ith strangers).Yet you still must insist that everyone
participate at some level.
Provide seminars, training sessions, tapes, relevant articles, whatever it takes
to ease staff members into their new roles. Help staff w ho may be intimi
dated by your own aplomb in networking situations and other stressful
circumstances to understand that most people aren’t naturally comfortable
in those settings. Show them that, w ith the right tools and techniques and
a little practice, they can become proficient and at ease, too.
Bolster interest in your efforts by reminding staff that their firm is on the
cutting edge because it was forward-looking enough to hire a marketing
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professional. This will instill a sense o f pride and energy in the firm and
help to generate cooperation w ith your marketing efforts.

B low Y our O w n H orn Early

and

O ften

D o n ’t be shy. People have to know that you’re capable, mature, energetic,
and open-m inded in order for your position to have credibility. Rem ember,
the fact that you’ve been hired already demonstrates that you know how to
market, starting w ith yourself.
To be your own best agent w ithout intimidating the crowd, work w ith staff,
not above them. Diplomacy (using politics and psychology) will get you a
lot o f mileage. “You also may have to grow the idea o f teaming in your
firm,” says Ivy Dodd. “This is an intensely competitive environment w ith
incentives and rewards geared toward the individual, not the team. This
incubator often breeds partners w ho are not great team players.”
Along those same lines— pull out the pom-poms, as you also need to see
yourself as firm cheerleader. “Creating a positive, enthusiastic environment
is a hidden item on most marketing directors’job descriptions,” Cleone
Smith says.
In the accounting firm environment, you have to stay a step ahead o f your
wary audience. At the same time, you must take care not to make firm
members feel that they never will be capable o f feeling okay in a crowded
room or in front o f an audience.
“Publicize the firm ’s marketing activities, and highlight the partners and
managers w ho are leading the projects and programs,” advises John
Neidecker, Marketing Director for the Washington, D.C., area offices o f
Coopers & Lybrand, LLP. Neidecker uses a bulletin board to display
materials from various projects. N o matter what their rank, people love
to see their name in lights.
Publish a regular marketing memo or internal newsletter to communicate
the firm ’s marketing activities, and include as many names as possible, from
the receptionist and mail clerk on up. This will help to build a sense o f
teamwork and pride throughout the entire firm.
Display your unique abilities by using them in everything you do. Also, be
sure to get the boss to become your best agent. This will take tact, patience
and tenacity! (An open-m inded boss doesn’t hurt, either.)
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P repare for Y our A nnual R eview T houghtfully
and T horoughly
An annual review is essential for keeping you, the partners, and the firm on
a successful marketing track. Ideally, you will receive feedback on your
performance and efforts throughout the year; but even so, a periodic analysis
o f how things are going is extremely beneficial.
Before your review meeting, collect your thoughts and be prepared to
discuss a wide variety o f topics. For any problem areas, be prepared to
suggest ways to improve the situation. Know your own strengths and
weaknesses, and be prepared to address them candidly.
Discuss any ongoing frustrations you may be experiencing, as well as
unm et needs or concerns. The review forum is the perfect place to raise
delicate issues.
It’s also a good forum for horn-tooting. Corral all o f the projects
(completed and ongoing) in w hich you’ve been involved and be prepared
to discuss the results— both tangible and intangible, positive and negative.
Chances are, the list itself will yield an impressive array o f activities.
Be prepared to discuss what marketing programs haven’t worked and how
you plan to fix them to ensure better results in the future. R em ain open
to suggestions. If appropriate, be prepared to switch to an informative mode
to help explain why your programs got the results they did.

Partner M eetings: Leave T heory

at

H ome

First o f all, don’t be surprised if you’re not invited to every partner meeting,
especially at first. You may need to remind (or convince) partners that it is
in their best interest to have you present. Adding your marketing perspective
and insights during their planning and strategy sessions only makes sense
for the overall good o f the firm. (After all, that’s what you’re there for!)
In addition, the insights you will gain regarding the partners’ views and the
firm ’s direction will help you to keep your marketing efforts focused.
W hen you are asked to attend a partners’ meeting, BE PREPARED.
Get organized. Have notes and handouts o f your outline, if appropriate.
Be ready to field some tough questions.
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Time is at a premium, so save the theorizing, pontificating, and “w e’re
gonna's” for the coffee room. Just stick to the facts and stats for the
full-fledged partners’ meetings.
Try to anticipate the questions that may come up, and prepare answers for
them all. Practice your presentation by role playing w ith a friend. If you get
caught w ithout an answer to a partner’s question, your best default response
is, “I’ll look into it and get back to you by (date X ).” Then do it!
For any meetings w ith partners, informal or formal, end each session by
reiterating what needs to be accomplished, by w hen and by w hom. If you
don’t have time to do this during the meeting, w rite up and distribute
a quick summary afterward, covering w hat was discussed, assignments and
deadlines, priorities, next meeting date, and so forth.

K eep U p

the

G ood W ork !

Expect your first year as marketing director o f a CPA firm to be exciting,
frustrating, stimulating, confusing, rewarding, and endlessly challenging.
(That’s the short list!)
“Be patient!” says Sandra Geist. “Things can’t happen overnight. Trust builds
both ways, and it happens slowly. Don’t push."
If you need empathy and a shoulder to lean or cry on, seek the help o f
other accounting marketing professionals w ho will best understand what
you’re going through. O ne especially helpful group is the Association for
Accounting Marketing (AAM). AAM is a national organization w ith local
chapters. It offers members continuing education, useful resources, and
other information tailored to your profession. For information about other
national organizations w orth investigating, please refer to chapters 5 and 7.
Look for local groups o f professional service marketers as well. For instance,
Denver has a dedicated group o f individuals w ho market primarily for CPA
and law firms and w ho have formed the Colorado Accounting and Legal
Marketing Society (CALMS). CALMS holds bimonthly meetings in which
attendees can learn new ideas, share old ones, get advice from peers w ho
have faced similar issues, and simply enjoy being w ith other folks who
understand the unique challenges o f working in this industry. As w ith any
industry group, you don’t have to give away trade secrets in order to get
value from one another, even if you do compete for the same business.
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If your area doesn’t have an appropriate group available, contact your peers
in professional services marketing. Your phone calls might be the start o f
something big that could benefit everyone.
Because the marketing o f CPA firms is relatively young in the world o f
marketing in general, allow yourself some flexibility to see w hat works and
what doesn’t within your own firm and market area. For example, some
folks swear by business-to-business telemarketing, while others have had no
success w ith it at all. R em ain open to everyone’s ideas, learn as m uch as you
can about your market— clients, prospects, and community-at-large— and
be willing to try new techniques.
Be sure to remember that marketing directors are viewed as management
advocates and, as such, must communicate management messages. “D o n ’t
bad-m outh management,” advises Sandra Geist. “You’re an ambassador
o f the firm.”
O ne last reality check: If the fit isn’t there, be prepared to get out early on,
sparing yourself and the firm any further time or energy. Hopefully, your
reading this book first will prevent such an unfortunate event. But, as Ivy
D odd says, “The ‘death rate’ for marketers is high. Know where you’re
going before you get there.”
Lastly, maintain and nourish your sense o f humor, and keep it close at hand.
You’ll need it for any and all occasions.
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To order American Institute of Certified Public Accountants (AICPA) Management of an
Accounting Practice (MAP) Committee publications, call the AICPA Order Department
at (800) 862-4272 or (201) 938-3000 (outside the United States).
MAP Handbook, a comprehensive 1,000-page, three-volume looseleaf reference service on
practice management, is updated annually. It includes more than 200 forms, sample
letters, checklists, and worksheets, all easy to reproduce or adapt for your practice
needs. It provides detailed financial data and policy information, for firms of various
sizes, that enable you to compare your performance with that of comparable firms.
Topics covered include developing an accounting practice, administration, personnel,
partnerships, and management data.
MAP Selected Readings, a companion book to the M A P Handbook, is a readers’ digest of
over 500 pages of articles on successful practice management, specially compiled from
leading professional journals. The articles contain numerous profit-making ideas for
your practice. A new edition is published annually.
On Your Own! How to Start Your Own CPA Firm provides nuts-and-bolts advice on
how to start a CPA firm. It contains a wealth of hands-on information on operating
profitability, and is useful to both new and established firms as well as to prospective
firm owners (Product No. 012641).
Organizational Documents: A Guide for Partnerships and Professional Corporations is a
guide to drafting a partnership agreement and corporate documents. The book
includes a sample partnership agreement with more than 100 provisions and a stepby-step approach to incorporating. Book (Product No. 012640); WordPerfect disk
(Product No. 090091); Book and WordPerfect disk set (Product No. 090096).
Management Series booklets cover the issues you and your clients are dealing with now.
Designed to help solve management problems, the series includes Management of
Working Capital (Product No. 090060), Financing Your Business (Product No. 099061),
Making the Most o f Marketing (Product No. 090063), Managing Business Risk (Product
No. 090062), International Business (Product No. 090064), and Human Resources
(Product No. 090065).
Practice Continuation Agreements: A Practice Survival Kit explains how you can preserve
the value of your practice in the event of death or disability. A practice continuation
agreement can prevent the value of your practice from dissipating, provide financial
and emotional benefits to your family, and help fulfill your professional responsibility
to your clients (Product No. 090210).
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Managing the Malpractice Maze offers firms specific techniques for lowering their risk of
liability. It identifies criteria for evaluating a firm’s existing defensive practice program
and shows how to develop such a system if one is not in place. The book also features
a ten-step plan to follow when a claim is brought and discusses such vital manage
ment issues as practicing without insurance, documenting engagements, selecting an
attorney, and implementing a quality control system (Product No. 090380).
Winning Proposals: A Step-by-Step Guide to the Proposal Process takes you through every
step of the proposal process from its preliminary steps to conducting a postmortem
following the prospective client’s decision. Detailed chapters explain how and where
to conduct research, what to look for during on-site visits, how to map out a strategy
that distinguishes your firm from competitors, how to identify the appropriate
composition of the proposed document, and how to ensure your sales presentations
work (Product No. 090390).
Managing by the Numbers: Monitoring Your Firm’s Profitability assists you in your efforts
to improve your firm’s long-term financial performance. It helps you identify
immediate opportunities within your firm and provides you with a dynamic tool to
manage your practice better on a regular basis. The book instructs you step-by-step
how to examine the numbers behind the numbers and uncover situations that may
not be obvious in conventional financial statements (Product No. 090220).
Seasonality: Practitioners’ Suggestions for Managing Work Load Compression is a summary
of creative approaches that address this profession-wide problem. The suggestions
come from the responses of over 100 managing partners to a MAP Committee
survey on seasonality, as well as tips gleaned from AICPA MAP conferences and
professional publications. Seasonality is an impressive compilation of initiatives
used by firms to increase profits and improve quality of life for owners and staff
(Product No. 090400).
Strategic Planning: A Step-by-Step Guide to Building a Successful Practice provides a
detailed approach to the design and implementation of a strategic plan. The process
can be applied by both small and large firms. It will produce not only action
plans and a documented strategic plan, but also create the synergy, focus, and com
mitment that enables firms to maximize opportunities for growth and profits
(Product No. 090402).
WordPerfect® in One Hour for Accountants is a crash course in the most popular word
processing and document storage software package used by accountants. It is designed
for the busy practitioner who wants to get up to speed in WordPerfect basics without
slogging through a complicated user manual. In four easy lessons, you will learn
the basic steps for getting a simple job done using WordPerfect. The four lessons
average about 15 minutes each. That’s your crash course in WordPerfect in One H our!
(Product No. 090085).
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WordPerfect Shortcuts for Accountants: Merge and Macros in One Hour is the next step in
mastering WordPerfect functions. In four easy lessons designed to take no more than
15 minutes each, you’ll soon learn how to automate a multitude of functions by
taking advantage of WordPerfect’s macro and merge features (Product No. 090086).
The Marketing Advantage: How to Get and Keep the Clients You Want is your one-stop
reference on how to market a CPA firm. This book contains comprehensive, practical
advice for CPAs and marketing professionals from CPAs and marketing professionals.
Over two dozen managing partners, marketing directors, and consultants contributed
to the book (Product No. 090404).
Advisory Comments for Growth and Profitability: A Guide for Accountants and
Consultants shows you how to identify client problems; develop client-specific
recommendations; determine and overcome political obstacles that may cause a client
to reject helpful recommendations; prepare an effective management advisory letter
that includes clear, concise and readable advisory comments; and follow-up on
cross-selling opportunities (Product No. 090408).
Breaking the Paradigm: New Approaches to Pricing Accounting Services is designed to
help you maximize your firm’s profits by changing the way you price your services.
In this book you will find effective strategies and new techniques that you can put
into practice immediately (Product No. 090401).
Management Review Guide: A Do-It-Yourself Practice Analysis shows you and your
partners how to spot practice management problems and team up to improve your
firm’s management practices. This publication is an interactive tool structured
around a unique, fast-paced question/answer format. Book (Product No. 090410);
WordPerfect 5.1 disk (Product No. 090419).
CPAs That Sell: A Complete Guide to Promoting Your Professional Services demonstrates
step-by-step how you can break down barriers and build a successful sales approach
that you will be comfortable with. If you’ve been searching for a guide on how
to identify prospects and turn them into clients, you’ll want to read this book
(Product No. 090420).
The Quick and Easy Guide to Delegation: Key to Profitability and Growth outlines the
tool that allows you to focus your energies on those things that you do better than
anyone else. Not only shows you how to delegate effectively, but also shows you how
to encourage delegation in your firm (Product No. 090414).
The MAP Roundtable Discussion Manual contains guidelines for organizing a MAP
roundtable discussion group. Such a group can help firms find practical solutions
to common problems through regular meetings and information exchange. The
guidelines include sample correspondence, forms for administering a roundtable, and
nearly forty suggested discussion outlines on topical management issues. To order,
call (201) 938-3583.

B io g r a p h ie s
E d it o r
C onstance A nne Vaughan
Consultant
Baltimore, Maryland

Ms. Vaughan is a marketing consultant, business writer and editor specializing in
professional services marketing. She has been a Communications Consultant with Ernst
& Young, Baltimore, and Director of Practice Development with Wolpoff & Company,
LLP, also in Baltimore.
She assists accounting firms in developing strategic marketing plans, including measur
able goals and objectives, and implementing strategies to achieve these goals and
objectives. She has developed a unique approach to helping firms evaluate their need
and preparedness for a marketing director. This approach includes an assessment of
a firm’s current marketing posture and firm members’ commitment to marketing,
understanding of the marketing process, and openness to change.
Ms. Vaughan’s writing has appeared in the Journal o f Accountancy and numerous other
publications. She received her B.S. in World and American Literature from The Johns
Hopkins University, Baltimore.
C o n t r ib u t in g A u t h o r s
A ugust J. A quila, P h .D.
Regional Vice President
American Express Tax and Business Services Inc.
Minneapolis, Minnesota

Mr. Aquila is a nationally known consultant to CPA and law firms in the areas of profit
improvement, new business development, strategic marketing planning, and management
issues. In 1986, he became the first marketing director in the country to achieve an
equity position in a CPA firm. He is a frequent speaker, retreat facilitator, regular con
tributor to several nationally syndicated publications, and the author of CPAs That Sell
and Breaking the Paradigm.
A former Fulbright scholar, he earned a B.A. and M.B.A. from DePaul University,
Chicago, and a Ph.D. from Indiana University, Bloomington. He served as an adjunct
professor in the Marketing Department at DePaul University’s College of Commerce,
Chicago, for fourteen years. Prior to his current position, Aquila was the senior vice
president at the Practice Development Institute (PDI) and a partner in the accounting
firm of Friedman, Eisenstein, Reamer & Schwartz, both in Chicago.
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Jean M arie C aragher
Executive Director
Moore Stephens N orth America, Inc.
Atlanta, Georgia

Ms. Caragher has nine years of accounting marketing experience, including four years
as a regional marketing director for BDO Seidman in Atlanta. Her current employer,
Moore Stephens North America, Inc. (MSNA, Inc.), is a network of independently
owned and operated accounting firms in the United States, Canada, and Mexico.
MSNA, Inc. is a member of Moore Stephens International Limited, with more than
100 member firms in more than 60 countries.
Ms. Caragher is a past president of the Association for Accounting Marketing. She is
an Editorial Advisory Board member of CPA Marketing Report and a Practice Manage
ment Editorial Advisory Board member of Accounting Today. She was recognized by
Accounting Today as one of the “100 Most Influential People in Accounting” in 1994.
She earned her B.A. in Communication Studies from the S.U.N.Y. at Oswego,
New York, and her M.B.A. in Marketing from Hofstra University, Hempstead, New York.
Lisa D. Carter
Marketing Manager
Holden Corporation
Hoffman Estates, Illinois

Ms. Carter has more than nine years of marketing experience, seven of which were
spent with professional service firms. Before joining Holden Corporation, Ms. Carter
worked with such companies as the Chicago office of Arthur Andersen, LLP and Sprint
Long Distance—Business Marketing Group, Rosemont, Illinois. Most recently, she
served as the marketing director of Wm. Condon & Company, Ltd., a regional account
ing and consulting firm located in Lansing, Illinois. While at Wm. Condon, she was
responsible for developing and implementing the firm’s strategic marketing plan.
In her current position at Holden Corporation, her responsibilities range from the
launch of a new business unit to the development of the firm’s marketing program,
which includes directing seminars, market research, communications, public relations,
and competitive analysis.
Ms. Carter earned her B.B.A. in marketing from the University of North Florida,
Jacksonville, Florida.
P a t r ic ia

A. D a v i d s o n

Marketing Director
Eskew & Gresham, P S C
Louisville, Kentucky

Ms. Davidson manages the marketing for Eskew & Gresham’s offices in Louisville and
Lexington, Kentucky; its industry niche groups; and specialized service sections. She also
coaches individuals in their own marketing efforts.
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Before joining Eskew & Gresham, her career included marketing management in bank
ing and as an advertising agency account executive.
Ms. Davidson is an experienced speaker and writer. Her articles have appeared in the
Journal o f Accountancy, local business journals, and niche industry publications. She has
received national recognition for innovative marketing and advertising ideas. She has
held offices with a variety of professional and civic boards, served as a fund raiser for
the United Way and various arts organizations. She holds a B.A. in English and
Telecommunications (Radio/Television) from the University of Kentucky and an
M.B.A. from Bellarmine College in Louisville.
E dward J. Gabrielse
Director o f Marketing
Checkers, Sim on & Rosner, L L P
Chicago, Illinois

Mr. Gabrielse has been the Director of Marketing at Checkers, Simon & Rosner since
1987. His innovative ideas have positioned the firm as a leader in sales incentives for
staff, industry surveys, publications, client satisfaction, and, most recently, business uses
of the Internet.
He holds a bachelor's and master's degree from the University of Wisconsin-Stout.
He was a tenured professor at the University of Northern Iowa. He was a manager of
tax education at one of the Big Six accounting firms before joining Checkers.
In 1994, he was recognized as Accounting Marketer of the Year at the Annual
Association for Accounting Marketing Conference in Boston. He has been very active
in BKR International and regularly provides consulting services to members.
Recently, Mr. Gabrielse was named President of ArakNet Communications, LLC,
a new business venture of Checkers that designs and services HomePages on the World
Wide Web.
Warren E. G arling
Director o f Professional Firm Services
N E W K I R K Products, Inc.
Albany, N ew York

Warren E. Garling joined NEWKIRK Products, a national publisher of marketing
materials for financial professions, in 1990.
Before joining NEWKIRK, he worked for five years as marketing director at a threeoffice regional accounting firm. He is a founder and past president of the Association for
Accounting Marketing (AAM), has spoken at AAM and AICPA marketing conferences,
and cochaired AAM's 1994 national marketing conference.
He has written chapters for two AICPA books on marketing, and has written articles for
N ew Accountant, Accounting Today, CPA Marketing Report, CPA Managing Partner Report,
MarkeTrends, The Advocate, and The Practicing CPA.
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Mr. Garling also has twenty-seven years of experience in communications as a radio
personality and public television host. He has volunteered for the National Kidney
Foundation (NKF) for fifteen years, most recently as president of his affiliate and region,
and currently as a member of the NKF national board of directors.
Jill R . Lock
Marketing Director
Simon, Master & Sidlow, P.A.
W ilmington, Delaware

Jill R. Lock directs the marketing program for Simon, Master & Sidlow, a regional CPA
and consulting firm, by developing and planning seminars, conducting client surveys,
organizing specialized programs for various niche groups, writing articles publicizing
the firm’s activities, and implementing marketing training strategies.
Before joining the firm, she worked as the marketing director at the accounting firm
of Godick and Company in Philadelphia. She has also provided marketing consulting
services to business and professional firms.
An active member of CPA Associates International, Inc., she has served as cochairperson
of the marketing committee. Currently, she serves as a board member of CPA Marketing
Report and a member of the Association for Accounting Marketing (AAM).
A graduate of the Samuel I. Newhouse School of Communications at Syracuse
University, Ms. Lock majored in public relations. She earned her M.B.A. from
Wilmington College.
Jean M. R owan
Marketing Director
Carneiro, C hum ney & Co., L .C .
San Antonio, Texas

Ms. Rowan has over fifteen years of experience with professional service firms, ten years
of which have been devoted to marketing. Before joining Carneiro, Chumney & Co.,
L.C., she was Marketing Coordinator for a large architectural firm where her primary
responsibilities were lead generation and proposal writing.
In addition to her role as Marketing Director, she is a consultant in the Management
Consulting Services Department of Carneiro, Chumney & Co., providing marketing
consultation to the firm’s clients. She has also helped the firm’s clients by putting
her interest and knowledge of the Internet to work accessing business and financial
information.
Ms. Rowan has a B.A. in Marketing from Texas Lutheran College and holds an
Associate of Science in Business degree from Bay Path Junior College. She is a member
of the Association of Accounting Marketers, Women In Communications, Inc.,
American Marketing Association, and World Future Society.
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M artha H . Sawyer
President
Hudson Sawyer Professional Services Marketing
A tlanta, Georgia

Before founding Hudson Sawyer in 1985, Ms. Sawyer was a Vice President of Hill and
Knowlton, Inc., the international public relations firm. She was one of the first market
ing professionals in the nation to work with professional service firms as clients.
She works exclusively with the accounting profession, assisting firms to greater
profitability through marketing. Specific marketing activities range from strategic
planning to training to execution to evaluation. She has worked with more than one
hundred firms on marketing engagements, as well as numerous associations of firms
and the AICPA Division for CPA Firms.
Ms. Sawyer is a frequent speaker at conferences and firm retreats. Professional affilia
tions include American Marketing Association, American Management Association,
Association for Accounting Marketing, Society of Professional Journalists, World Future
Society, and Phi Kappa Phi. She earned her B. A. in Journalism from Georgia State
University, Atlanta.
Lianne T homas
Director o f C lient Services
Sacks, McGibney, Trotta & Koppelman, P.A.
Baltimore, Maryland

Lianne Thomas monitors client satisfaction; identifies, qualifies, and prepares plans
for cultivating high-quality prospects; and ultimately assists in development of new
business for the firm. She has also initiated a no-cost media campaign, which has been
successful in recognizing Sacks, McGibney, Trotta & Koppelman, P.A. in numerous
print publications.
She also acts as a consultant working directly with nursing homes, hospitals, and physical
therapy clinics throughout the nation in the arenas of marketing, business development,
human resources, and operations efficiency.
She earned her B.A. in Business Administration with an emphasis in international
marketing in 1986 from California State University Fullerton. Since that time, she has
written several articles on marketing and motivational topics. She was honored as one
of the Top 15 Marketing Directors in the United States and Canada in 1991 by Practice
Development Institute in Chicago, Illinois.
Ms. Thomas holds membership in the American Marketing Association.
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P.J. T ownsend
Marketing Director
John M . Hanson & Company, P.C.
Denver, Colorado

Ms. Townsend has served as marketing director for local CPA firms in Los Angeles and
Denver since 1989. Programs she has developed emphasize internal communications,
client relations, and personalized marketing plans for firm professionals.
In building marketing programs, she draws on her diverse background and experience,
including market research, teaching English in a foreign country, and freelance writing.
Ms. Townsend serves on the board of directors of The Alliance of Professional Women
and the Colorado Women's Chamber of Commerce and is a founding member of
the Colorado Accounting and Legal Marketing Society (CALMS). She also volunteers
her communications skills at University Hospital, the University of Colorado Health
Sciences Center.
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